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A B S T R A C T 
Indian Railways are the lifeline of the country. There 
is no walk of life or sector of economy which does not depend 
heavily for its existance on the Indian Railways. It extends 
opportunities of employment for labour, capital to human 
enterprise, and encourages healthy competition,towards 
progress. It also breaks barriers of caste, religion and 
nationality and is a vital factor in buXlding up constantly 
social culture and political institutions^ enriching the life in 
general. Thus it may be sel^ d that if the Railways run effi-
ciently, the health of the other sectors of economy can be 
deemed to be sound. The Indian Railways have a fleet of 9,920 
locomotives, 30,666 coaches, 3*69,614 wagons and 7092 stations. 
They have a route kilometres of 61,636 of which 6,517 kilometres 
or about 10.5 per cent have been electrified and they carry 
9.41 million passengers daily. 
The growth of the Railway network in India did not take 
place in accordance with any conscious design or settled pattern. 
On the contrary, development took place more to suit the poli-
tical, defence and financial objectives of the Government of 
that time rather than to satisfy the needs of the public or of 
the economy. As a result, there has been a wide proliferation 
of the Railway systems big and small, each having its own 
practices, levels of efficiency and standards of service. 
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By 1920 as many as 175 Railway systems divided into 14 
different categories had come into existence. Most of them 
however, were small branch-lines. Railways which were 
the pEoperty of either private companies, the Central Government 
or the princely states while some other branch-line railways were 
being managed and operated by the owing companies themselves, 
others were worked either by the adjoining Government Railways 
or by the companies that managed government owned Railways. 
The existence of a large number of Railway systems under a 
system of multiple ownership and control created problems of 
co-ordination. It was thought by the Government that the 
continuance of such a large number of Railway establishment 
was conducive neither to efficiency nor to economy. The need 
of regrouping Railway systems into a .smaller number of large 
and viable units was therefore felt. 
In this connection the first landmark was the year 1925. 
By this time most of the branch line Railways owned by the 
companies had been acquired by the Government on the termina-
tion of their respective contracts and they were integrated 
into main line Government Railways. 
The trend in other countries was also towards unification, 
standardisation and enlargement of the Railway system. For the 
first time the concept of regrouping was introduced in Great 
Britain Railway in 1923 and thereafter the same process was 
- 3 -
adopted in United States, Germany, South Africa, Japan and 
other countries of the World'. In India the Acworth Committee 
favoured the regrouping of Indian Railway in 1920. Accordingly, 
the Government appointed a number of Committees to examine the 
administrative problems of Indian Railway. All of them concurred 
with the views of the Acworth Committee regarding the adminis-
trative pattern of Indian Railways. 
In 19A8 there was as many as forty-two independent Railway 
systems, big and small. In the interest of economy and efficiency 
of the Railways, the Government regrouped the entire rail-net-
work into six railway Zones in 1951-52. Soon this was found 
inadequate and between 1955 to 1966 further regrouping resulted 
in the creation of three more Zones. During the last two decades 
this subject of regrouping of the Railways has been discussed 
but no concrete steps have been taken to find out the impact of 
regrouping on the efficiency of Indian Railways. This study 
is an attempt to assess the impact of regrouping on the effi-
ciency of Indian Railways. 
The present work entitled "The Impact of Regrouping of 
Railways on the Efficiency of the Indian Railways" deals with 
regrouping and examines its impact on the different areas of 
Railway operation, such as, the net tonne kms per wagon day, net 
tonne kms per engine hour, wagon kms per wagon day, operating 
ratio etc. Besides these, the present Zones workload and its 
further divisions, supervision pattern and area of personnel are 
studied. This study is divided into seven chapters. 
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The first chapter gives an overview of literature related 
to the area of the present study. Its.objectives are to make a 
survey of the studies carried out in the field of Railway 
regrouping and to make known the main findings. Different 
findings of such studies, their methodology, sample and 
objectives have been mentioned in this chapter. 
The second chapter is devoted to Railway Management and 
its historical back-ground. In this chapter a detailed discu-
ssion is made of the Railway Management in the past and present 
management pattern in which various shortcomings are highlighted 
and suggestions are put for further improvement. 
At present the Indian Railway is owned and managed by 
Central Government, under the supervision of the Union Minister 
of Transport assisted by a Minister of State for Railways who 
looks after the Department of Railways. The responsibility of 
management is entrusted to the Railway Board under the over-all 
supervision of the Minister of Railways. The Railway Minister 
is accountable to the Parliament for efficient Railway adminis-
tration and working. This form of management is called depart-
mental form of management. But the chances of political misuse 
can not be ruled out in such form of management. For example, 
it is possible to misuse the Railways services to suit the 
requirements of the ruling party by providing more and more 
railway services to a particular area. 
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Most of the public undertakings run on commercial line 
are directed by a group of men who function as a Board. A 
Board has to function collectively to direct, decide and super-
vise the running of an organisation. Thus the Board is a group 
of men who are required to function collectively in all matters 
falling within their jurisdiction. But in a departmental Board 
like the Railway, the Minister is the supreme authority and takes 
all important decisions and the Board only interprets these 
decisions and implements them. Thus the Railway Board does not 
function as a policy making Board which is its main aim. The 
Board should be given special right to make a decision and take 
any steps without outside influence. 
The principles of selection of the Board are not well 
defined and seem to be defective. Too much weightage is given 
to seniority. Although seniority may be a sound criterian, to 
ignore merit may not serve a fruitful purpose. 
Chapter third deals with an analysis of Railway regrouping 
as a means of improving economy and efficiency of Indian Railways. 
In this regard the present problems of Zones and their workload 
are reviewed and suggestions are put to meet the workload of 
Zones. It concludes that the index of workload needs to be 
reviewed. Now since the impact of modernisation on Railway 
assets and equipments has increased their workload capacity, it 
is advisable that the optimum value of the workload index of a 
Railway Zone should be redetermined and it is also advisable 
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that certain things which have not yet been considered in 
determining the workload index should also be included, like 
geographical sprawl of the existing Zones and divisions, the 
pattern of their traffic flows and the profile of manpower. 
It is also advisable in the interest of optimisation of 
their productivity and efficiency that regrouping of these Rail-
ways should be undertaken as early as possible. Any further 
delay would only prove detrimental to Railway efficiency and 
would affect the development of both regional and national 
economy as a whole. A detailed discussion is made to show how 
the present Zones should be regrouped. 
It is also suggested that to reduce the pressure of the 
workload of a Zone and to meet further growth of traffic, one 
of the more important measures is to make adequate arrangement 
of funds to clear the arrears of maintenance, and to provide 
for additional requirements in respect of rolling stock and 
bridges and other equipment of railway operations. 
To increase the effectiveness of Zones, it is also 
advisable that alongwith computerisation and updating techno-
logy, the Railway should bring a change in the style of manage-
ment because modernisation of equipment brings additional respon-
sibilities on the part of the Railway officers to manage their 
men effectively. 
The fourth chapter presents a detailed study of the 
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personnel management of Indian Railways after regrouping. To 
manage the railway employee in the best possible manner was 
one of the objectives of regrouping; so after regrouping the 
Department, of Personnel management came into being to deal with 
the Railway employees. In this chapter different policies of 
promotion, recruitment, training and employee discipline are 
examined and suggestions are offered as to how to improve these 
activities so that Railway employees' morale will be high and 
they will work with confidence and zeal. 
The present structure of the personnel management of the 
Indian Railway starts from the Railway Board and ends at the 
Divisional level. In between there are various authorities 
controlling it from top to bottom. At the Railway Board which 
is an apex body, the Member of staff of the Railv/ay Board is the 
Chief authority of the Personnel Department of the Railways 
assisted by a number of sub-ordinate officers, like Additional 
Member of Staff, Director of Establishment, Adviser, Joint 
Director, Assistant Director of Establishment etc. 
At the Zonal Headquarters level the Personnel Department 
consists of the Chief Personnel Officer and the Additional 
Deputy Assistant Personnel and others to assist him. At the 
Divisional level, the Superintendent of Personnel Officers is 
the main authority and he is assisted by Divisional Personnel 
Officer and Assistant Personnel Officer. There are also some 
personnel officers in the Production Unit and Workshop of the 
Railways. 
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The main goal of the Personnel Department is to advise, 
guide and serve in matters connected with personnel management. 
It also provides techniques of forecasting and budgeting for man-
power needs, methods of improving functions of recruitment, the 
use of manpower and reducing labour tunover. It also performs 
the important function of recruitment and selection of railway 
employees. This department provides training programmes to 
the Railway employees to cope with the training and development 
needs. 
There is an immediate need to bring about some changes 
in the practices of personnel Management of the Railway; for 
instance, the present recruitment practices do not give satis-
factory results. There are various agencies and commissions 
through which recruitment takes place. In actual practice these 
commissions often delay in preparing a panel of suitable candi-
dates. Sometimes it happens that the names of selected candi-
dates are received by the Railway Service Commission after a 
gap of four or five years. This causes difficulty in absorbing 
them because during the intervenning period the staff from the 
rankers who have already been promoted on ad-hoc basis to work, 
and the staff and the Union naturally complain about candidates 
selected by the Railway Service Commission. In this regard it 
is suggested that the Railway Service Commission should keep a 
panel of selected candidates readily available for filling 
vacancies in more than one category and the term of a panel 
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should be extended from two to three years. This may save the 
Railway from a lot of expenditure in inviting applications and 
holding examinations. 
The Personnel Department of Railway, as a responsible 
authority in matters of policy making for recruitment should 
raise the standard of qualification of Group 'C and group 
and should make it compulsory for every employee of this class 
to have a technical Diploma or vocational course as the minimum 
condition for eligibility of service. This would in turn save 
a lot of time in training. 
Except in a few cases promotion in Railway is based in 
seniority. Although seniority may be a reasonable criterion, 
it alone should not be relied upon. Merit too has its claims. 
Both seniority and merit should form the basis of the promotion 
policy. Here it is suggested that both the criteria should be 
kept in mind while making promotions. Where there are two 
employees of equal seniority merit should be the deciding factor 
in a promotion policy. Where there are two employees of almost 
equal competency, seniority should be the decisive factor. Such 
a policy would satisfy the management which prefers ability or 
merit find the Trade Union which prefers seniority; it will also 
give satisfaction to the employees. 
The fifth chapter discusses the supervision pattern of 
Railway after regrouping. Formation of good supervision method 
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in the Railway organisation Is also an aim of regrouping. Under 
this chapter different new methods and techniques of supervision 
are discussed and suggestions are made for further improvement. 
It is concluded that under the different supervision 
methods of Railway, there are different reporting systems which 
duplicate information uselessly. The old methods of supervision 
like periodic confidential demi-official letters should be 
replaced by trimonthly periodic confidential demi-official 
letters. There should not be more than one report from each 
department once in every month. This will help in maintaining 
the importance of these reports and giving sufficient time to 
the proper authority to go through them. The annual report 
serves as a summary of the performance of the Railway and should 
continue to be prepared. 
The Railway Board as the Chief authority conducts annual 
conferences, as a means of supervision technique of functional 
needs of each department where the performance of the Railway 
is reviewed and discussed. Conferences as a method of super-
vision can produce better results provided the participants do 
not rush through heavy agenda for want of time and should be 
planned and organised well so that they can produce fruitful 
results. 
Inspection tours on the part of the Railway authorities 
are a means of supervision for they keep a check on the effective 
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functioning of the Railways, Inspection tours are conducted 
by the Chairman, Members, General Manager of the Zones as well 
as other higher official of the Railways, This method of 
supervision enables the supervisors to measure the performance 
of the field agencies and take spot decisions in important 
matters. 
It would be advisable for the inspecting authority to 
undertake inspection of every establishment once in a year. 
It is also necessary to have some prior planning for inspection; 
what portion of the workplace is to be inspected, what items 
are to be checked in detail etc; specially those for which there 
have been complaints. 
The sixth chapter is devoted to the efficiency of Indian 
Railways after regrouping in which different tools are used to 
measure the efficiency of the Railway and a comparison is made 
between the conditions prevailing before and after regrouping. 
These tools shows encouraging results achieved by the Railway 
specially during the last two years. 
The efficiency of the Railway is also checked by going 
through the working area of the Railways that includes service-
abiltty of equipment, safety in travel, punctuality of train 
services, passenger amenities etc. It is found that since regr-
ouping all these operational areas of the Railway have been 
steadily improving and have established new records of their 
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performance. But there is still need to increase its efficiency 
so that it would be one of the best world Railways. For this 
purpose a number of changes in its operation have to be 
considered. 
For improving the efiiciency and productivity of the 
Railway it is advisable to introduce special type of wagons 
for bulk movement of coal and cement. This would improve wagon 
utilisation and carrying capacity. The design of freight traffic 
should also be updated to increase speed potentials of freight 
trains to reduce maintenance costs and to tackle problems now 
being faced with the current design. 
For improving efiiciency, it is advisable that track 
structure of existing routes should be upgraded. Heavier high 
tensile steel, long welded rails, concrete sleepers should be 
laid on all tracks and other important routes. 
The seventh chapter contains a summary with a conclusion 
and suggestions. Moreover, drawbacks have been pointed out and 
suggestions made to overcome the problems of Railways and to 
increase efficiency. 
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P R E F A C E 
The Indian Railways are the largest public enterprise in 
the country and is considered as the principal mode of transport. 
The Railway net-work in India not only serves to unify the 
country but also plays a vital role in econornic development and 
industrialization of the country. No other means of transport 
is as important as the railways for inter-regional movement. 
They have a route kilometres of 61,836 of which 6,517 kilometres 
or about 10.5 per cent has been electrified. Indian Railways 
run about 11,000 trains and carry more than 9.41 million 
passenger daily. They have 3,59,614 wagons, 30,666 vehicles and 
7,092 railway stations. Today, Indian Railways are Asia's lar-
gest and the world's second largest railway system under a 
single management. 
In 1948 there were as many as forty-two independent 
systems, big and small. In the interest of the economy and 
efficiency of Indian Railways, the Government regrouped the 
entire rail network into six railway Zones in 1951-52. Soon 
this was found inadequate and betweoi 1955 to 1966 further 
regrouping resulted in the creation of three more Zones. 
During the last two decades, the subject of regrouping of the 
Railways has been discussed but no concrete steps have been 
taken to find out the impact of regrouping on the efficiency of 
the Indian Railway. This study is an attempt to assess the im-
pact of regrouping on the efficiency of Indian Railways. 
- V -
The Ob.iectives of the Study: 
i) To identify the Impact of regrouping on the efficiency 
of Indian Railways as a result of a reduction in number 
of administrative units leading to saving in overheads 
expenses etc. 
ii) To investigate the supervision pattern of Indian Railway 
after regrouping. 
iii) To assess the possible gains resulting from better utili-
.sation of workshop and yard facilities, economics of 
large scale production, specialisation and standardi-
sation of rolling stock and equipment after regrouping. 
iv) To observe the impact of regrouping on the Railway 
employees as a new department of personnel came into 
existence to manage them, after regrouping. 
v) To recommend some remedial measures which may help to 
increase the efficiency of the Railway operation and 
also to suggest the scheme of further regrouping to meet 
the present workload of the Zones in the light of the 
analysis made and conclusions drawn. 
Importance of the Study: 
This study is very important as the efficiency and produc-
tivity of the Railways are directly affected by a multiplicity 
of units of management which are not easy to control and any 
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mis-management of the Railways would adversely affect other 
sectors of national economy like coal, iron, ore, cement, 
foodgrains, fertilizers etc. A large part of the increasing 
goods traffic since the commencement of planned development 
has been borne by the Railways. At the beginning of the First 
five Year Plan, the Railway's share of the goods traffic was 
approximately 88 per cent while that of the road transport was 
10 per cent, the remaining 2 per cent being carried by inland 
transport. This traffic has greatly increased due to indus-
trial-expansion and much greater production of coal, iron, ore, 
cement, foodgrains, fertilizers and the need for their movement 
from one corner of the country to another. There has also been 
an increase in passenger traffic by one and half times. This 
trend of traffic growth is still going on at a fast rate. 
During 1985-86, Indian Railway achieved massive increase in 
freight loading compared with any year in the past and 
established a record of 285 million tonnes of originating 
freight. During 1986-87, they continued to load Increasing 
freight traffic each month higher and hoped to reach all time 
maximum of nearly 300 million tonnes by the end of 1987. 
By connecting different parts of this large country, the 
Railways have not only helped in bringing about its political 
and social cohesion but have also built up the most essential 
infra-structure for the country's economic advanconent and 
industrial expansion. Thus, the Railways continue to be the 
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major transport system regarding both goods and passenger 
traffic and play a very crucial rode in the economy of the 
country. 
Hence, it is absolutely essential to streamline its 
management pattern. This calls for the development and expan-
sion of all aspects of the Railways infrastructure such as 
traction, rolling stock, the capacity of marshalling yards, 
workshop, track, bridges, signalling and telecommunication 
systems as well as their Zonal Administrative pattern. 
Hypotheses? 
The present study seeks to examine the efficiency of 
Indian Railways after regrouping on the basis of the following 
hypotheses*' 
a) After regrouping the overall efficiency of Indian 
Railways has increased. 
b) After regrouping the Department of personnel came into 
being to increase the efficiency of Railway employees. 
« 
c) After regrouping of Indian Railways, a new system of 
supervision has been formulated to improve the 
efficiency of the Railway. 
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Methodology? 
The data and the relevant statistics for this study 
have been collected from different sources and is based on 
primary as well as secondary data. Information has been 
gathered from the Railway Board Library, I,I.P.A, Library, 
Baroda Bhawan Library New Delhi, Maulana Azad Library, 
Aligarh Muslim University, Aligarh, the Seminar Library of the 
Department of Commerce, Aligarh Muslim University, Aligarh, 
and various other libraries. 
Manuals, codes, office procedure, legislation. Annual 
Reports, Proceedings of the Board meetings. Year Books, Railway 
Budget and Accounts have been used. Reports of the Administra-
tive Reforms Committee, the Annual Administrative Reports 
published by the Board and various other publication have also 
been consulted. 
Limitation of the Study; 
The study is confined to regrouping of Indian Railways. 
Zonewise analysis could not be discussed or studied because of 
various handicaps like limited financial resources of the 
researcher and non-availability of some data on account of 
their being confidential. 
Presentation of Study; 
The present study has been divided into seven chapters. 
The first chapter gives an overview of the literature related 
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to the area of the present study. Its objectives are to make a 
survey of the studies carried out on the field of Railway 
regrouping and to make knovm the main findings. Different 
findings of such studies, their methodology, their samples 
and objectives have been mentioned in this chapter. 
The second chapter deals with the Railway Management and 
its historical background. In this chapter a detailed discu-
ssion is made of the Railway Management in the past. The 
present management pattern is also mentioned in which various 
shortcomings are highlighted and suggestions are put for 
further improvement. 
The third chapter is devoted to an analysis of the present 
regrouping of the Indian Railway and suggestions are given to 
meet the increasing workload of the existing Zones and to secure 
better performance. 
The fourth chapter presents a detailed study of the 
personnel management of Indian Railway after regrouping. In 
this chapter different policies of promotion and recruitment 
of Railway employees are examined and suggestions offered as 
and noticed to how to improve these activities so that their 
morale will be high and they will work with confidence and zeal. 
The fifth chapter discusses the new techniques of super-
vision adopted in the Railway because it is supervision that 
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can motivate the people to work hard. Several suggestions are 
given in this connection. 
The sixth chapter is devoted to the efficiency of 
Indian Railways after regrouping in which different tools are 
used to measure the efficiency of the Railway and a comparison 
is made between the conditions prevailing before and after 
regrouping. 
The seventh chapter contains a summary with a conclusion 
and suggestions. Moreover, drawbacks have been pointed out and 
suggestions made to overcome the problems created by the regroup-
ing of Railways in order to increase efficiency. 
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CHAPTER - I 
OVERVIEW OF LITEflATURE 
1 
CHAPTER - I 
OVERVIEW OF LITERATURE 
An overview of similar studies in the field of regroup-
ing of Indian Railway reveals that with the exception of a few 
studies and scanty articles written occasionally in newspapers 
and magazines, very little work has been done in this aspect 
of the Indian Railways. 
The reports, which are available on this topic, are so 
old that they can neither guide in the right direction nor be 
implemented. A few years back the Government of Indian "appoint-
ed a Railway Reforms Committee to assess the present position 
of the regrouping of Indian Railway and provide proper sugges-
tions to improve the day to day working of the Zones. 
The concept of Railway Regrouping in India was started 
in 1920, when the Government of India appointed an enquiry 
committee to look into the administrative problems of the 
Indian Railways under the Chairmanship of Acworth. It was 
Acworth in 1920-21 and submitted the report in which he gave 
the idea of Regrouping of Indian Railways for the first time. 
The Acworth Committee proposed a scheme of regrouping 
dividing the whole Indian Railways into three divisions, namely. 
2 
-1 Western division, Eastern division and Southern division. But 
I 
this idea was criticised by various authorities of that time. 
The Committee did not have in mind the actual idea of regroup-
ing as we understand today. This committee advised setting up 
these divisions in order to develop the local elements and 
local responsibilities of the Railway Board, because the Railway 
Board did not have knowledge of local conditions where the 
railway services were provided. 
In this connection divisions were recommended not as 
a means of reducing the railway administration but as a means 
of increasing the layers of policy making from the highly con-
centrated apex of the Railway Board to three more divisions* 
It was further of the opinion that a healthy rivalry would be 
generated between the divisions and the separate railway units 
within the divisions which would all assist in promoting 
2 efficiency and economy. 
In 1922-23 Government appointed a Committee under the 
Chairmanship of Inchcap to enquire into the introduction of 
regrouping of the Railway system. The committee recommended 
that the preparations for the scheme of regrouping be taken up 
forthwith and that the existing system could well be amalgamated 
into five groups.^ The Committee did not offer more details 
1. The Report of Acworth Committee, Vol. 1, p. 42, 
2. Ibid, p. 44. 
3. The Report of the Inchcap Committee, Part II, p. 23. 
about regroi;qping nor any other findings. 
The Pope Committee came into being in 1933» favoured 
regrouping and pointed out that such regrouping would result 
in economy in Railway working. 
The Committee observed that the economics obtainable 
through amalgamation of Railways into a number of groups are 
quite evident; amalgamation could be achieved in two ways, 
either by combining into one railway two or more existing 
railways, or by a regrouping of existing railways, or portions 
of existing railways into entirely new groups of railways. 
This Committee advised that the problems arising while 
implementing the scheme for amalgamation should be studied in 
advance in the light of the experience gained in various 
countries in which such schemes have already been put into 
effect, by experienced officers representing commercial, 
operating, civil and mechanical engineering interests. 
In 1937» Wedgwood Committee was also appointed in this 
connection, and it advised creation of seven groups of Indian 
Railways. The Committee was not in favour of complete nationa-
lisation either for it said "We think there is also much to be 
said for preserving administrations, particularly at one centre". 
This tends to stimulate efficiency of service and progressive 
2 ideas of management. 
1 . The Report of the Pope Committee, 1933, p. 43. 
2. The Report of Wedgwood Committee 1937, p. 118-119. 
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This committee finally recommended a scheme for the 
railway management of the country, but it did not give any 
precise pattern of inter-railway amalgamation at that time, as 
it found that no amalgamation which was then possible would 
be suitable under the final scheme outlined by them. 
Again the Government of India appointed Kunzru Committee 
in 1947» It was the last one to deal with the problem of 
regrouping. The committee did not accept the idea of regrouping 
and briefed that any immediate regrouping or amalgamation of 
railways by the transfer of parts of one system to another 
would result in temporary loss of efficiency because of adverse 
effect on the prospects of advancement of some section of 
officers and staff concerned.'' 
The Committee strongly opposed any type of regrouping 
scheme and said it would be wrong to make any general recomm-
endations for the regrouping of the Railways during that period. 
It was Dr. Mathew who completed a work entitled A 
special case for re-organisation-regrouping of Indian Railways 
in 1964; in it emphasis is laid on the optimum size of a Zone. 
The main object of this study is to examine the optimum size 
of railway transport in India. In this study Dr. Mathew points 
out that the size of an organisation may be looked at from 
different angles. Technical, Administrative, National Security, 
Commercial and Developmental. 
1. The Report of the Kunzru Committee, p. 193. 
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Dr. Mathew criticises the present regrouping. He obser-
ves that it does not satisfy any of the criteria in terms of 
the operating optimum. In matters of financial optimum re-
grouping have not served any purpose whatsoever. It also 
points out that regrouping has not created any financial 
balance among the reduced number of larger units. 
In this study Dr. Mathew suggests that even for the 
sake of efficiency and administrative convenience, these Zones 
are not enough; some of the unwieldy Zones must be bifurcated, 
or readjusted to form more wieldy ones. This study also 
stresses that the Railway Board, as the top executive in the 
administration of the Railway, should review the workload of 
the different zones. 
The author of this study also observes that zones will 
not and can not have anything to do with the state boundaries 
as they have an artificial, political basis. He also points 
out that present regrouping of Indian Railways is not based 
A 
on scientific assumptions. But he does not say anything ^^QJJ^ 
the impact of regrouping of the efficiency of Indian Railways. 
A study entitled The Railway Board. A study in Adminis-
tration was carried out by Dr.Mrs. Y. Saraswathy Rao in 1978. 
This study is an attempt at macro-analysis of the Railway Board 
1, M.O. Mathew, Rail Road Transport in India. Scientific Book 
Agency, Calcutta, 1964, p. 121. 
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and its working. The purpose of this study is to explore the 
possibilities of bringing about certain changes in the organi-
sational structure and the consequent administrative process of 
the Railway Board, in order to insulate the system from 
bureaucratic practices and to inject autonomy and initiative 
into its mode of operation. 
This study attempts to throw light on the nature of 
management problems encountered by the Board. For this pur-
pose a few assess of representative character have been selected 
to illustrate various implications in policy making and execu-
tive direction. 
This study is divided into nine chapters on the different 
working areas of Railway Board. For completion of thia study, 
information has been collected from various sources. Acts, 
Codes, Manuals and Rules Books have been used to provide 
factual data concerning the general principles of organisation 
and its working. The reports of the various Enquiry Committees 
are studied. Special Documentary studies by the Railway Board 
•1 have also been consulted. 
The author of this study has given many findings which 
show that the present departmental form of management in the 
Railways suffers from some inherent drawbacks, like political 
control in the form of the Railway Minister which goes against 
1. Dr.(Mrs.) Y.Saraswathy Rao, The Railway Board. A study in 
Adminlstration. thesis submitted in 1978, University of 
Osmania, Hyderabad. 
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the spirit of a commercial undertaking. The author also 
stresses that the Board has no place in making any decision 
independently, it is the Minister who takes actual decisions 
and the Board through its collection of expertise only works 
out the details of that decision to make it practicable. Thus 
the Board acts on the lines prescribed by the Minister 
concerned. 
She also suggests that there should be a sort of s 
distinction in the administrative arrangement between the 
Minister and the Board, and specially in technical matters, 
the Board should be left free to decide as it likes. 
The author of this study also stresses that the Railway 
Board should evolve a policy whereby the General Manager, in 
planning various works programmes within his competence, is 
required to involve the Chief Minister of a State because the 
Chief Minister will be in a position to appraise the local 
needs better. This will ensure a better liaison between 
Railways and the State Government. 
The author of this study suggests that the parliament 
and the Minister should introduce new ideas and innovations 
to solve the problems of the Railway particularly in matters 
of management. She also points out that the parliament or the 
Minister should not only ask questions regarding inefficient 
8 
and Inadequate service of the Railways and their management 
but should be able to suggest certain concrete remedies to 
remove inadequacies and should aid in the administration in 
overcoming them. But she does not discuss anything about 
regrouping of the Indian Railway and its impact on the effi-
ciency of the Indian Railway. 
In 1974 a book entitled Indian Railways by M.A. Rao, 
was published. It is an attempt to show the whole picture of 
the Indian Railway from the very beginning to the end, from 
early days to the present stage. The author of this book tries 
to represent all the working areas of the Railway, but does not 
mention any thing about regrouping of the Indian Railway except 
in the introduction. This study does not make any recommen-
dations or suggestions. 
A book entitled Lectures on Transport by S.K.Choudhry, 
appeared in 1967» it makes a detailed discussion on the Railway 
transport; a part of this discussion includes, how regrouping 
came into being and its advantages to the railway as a whole. 
But the author does not make any further recommendations or 
suggestions for the improvement of the performance. 
G.S. Khosla wrote a book entitled. Railway Management 
in India in 1972. He has discussed various accounts of the 
1. M.A. Rao..Indian Railways. National Book Trust of India, 
New Delhi, 1974. 
9 
different departments of the Railways, like Finance, Planning, 
Operation, Administration, Civil Engineering, Personnel, Stores, 
Industrial relations etc. He also put suggestions to remove 
defects of different operational arches of the Railways work-
ing. 
The author of this book points out that the situation 
requires effective action to improve operational efficiency, 
and that the performance of diesel and electric engines which 
should not be mixed up with that of steam engines, is such 
below the optimum. Generally speaking, wagon and engine usage 
is not satisfactory and the elimination of detention in marsha-
lling yards requires immediate and continuous attention of the 
Railway authorities^ The author of this book does not give 
any opinion about regrouping of Railways and its impact on 
the efficiency of the Railways.'' 
A book entitled Indian Railways: Problems and Prospects 
by K.K. Saxena, published in 1962, devotes a few pages to a 
brief discussion of regrouping in the Railway. The author of 
this book mainly examines the quality of rail service provided 
on the Indian Railway, he ©nphasises the need for radical 
improvement of both passenger and goods services and states 
that this can only be achieved by laying more enphasis on 
internal economies. He also points out that policy decisions 
1. G.S. Khosla, Railway Management in India, Thacker & Co. Ltd, 
Bombay, 1972. 
10 
on certain vital matters affecting rail transport should be 
taken up at once. He also emphasizes that the place of railway 
in the national economy should be made more clear. They 
should be run on commercial lines and should not be treated as 
a source of revenue for the general finances of the country. 
The author also advises that technological developments which 
are taking place in rail transport in the advanced countries 
of the world should be borne in mind in all future expansion 
of rail network in India, and the resultant advantages from 
th-e application of technology should be properly explored. 
In this book the author devotes a few pages to re-
grouping of Zones of that time. He also suggests that the 
question of existing size of the Zones be reviewed keeping in 
mind, the operational, local, proposed extension and possible 
development envisaged in the Third Five Year Plan. 
A book entitled Indian Railway Administration and 
Finance published by the Railway Board offers a detailed dis-
cussion of the various Railway operational areas such as. 
Railway Finance, Economics of Rail Transport, Management 
Accountability, etc. 
In this book the author has given all the general infor-
mation on organisational management structure and objectives. 
1. K.K. Saxena, Indian Railways. Vora & Co., Publishers, 
Bombay, 1962. 
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accountability of the railways to public and parliament 
operational and financial planning, industrial relations and 
the financial structure in general. In the last chapter of 
this book, the author details rules and orders on specified 
subjects of general application to all departments. The 
author of this book does not lay emphasis on the regrouping 
of Indian Railways. 
Trends in Indian Transport System is a book written 
by Dr. Panduranga Rao, in Iy8l5. It is an attempt to study 
the^  transport infrastructure in India and the plan investment 
pattern as compared to International Transport. 
The author of this book presumes that the trends in 
the demand for'transport at the district level cannot be 
explained in isolation v/ithout at perspective undertaking of 
the transport and economic infrastructure and salient charac-
teristics of the economy like, population, income, expenditure 
on transport etc. 
The objective of this study is to identify the gaps in 
research by reviewing research studies and literature on the 
subject, to review the development of different modes of trans-
port at the national and state level since the beginning of 
economic planning and to study the goods and passenger trans-
2 port facilities in Vishakapatnam. 
1. Indian Railway Administration and Finance by Railway Board, 
197b. 
2. p. Panduran^ga Rao. Trends in Indian Transport System. Inter-
India, Publication, New Delhi, 1985. 
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This study is based on primary as well as secondary 
data, but it does not make any discussion about regrouping 
and its impact on the operational area of the Railway, 
A book entitled Transport Economics by J.K. Jain in 
1987» is an attempt to study the economic principles of diff-
erent modes of transport. It makes a short analysis of the 
development of different modes of transport in the country, 
their present problems and their possible solutions. 
In this book a detailed analysis is also made of the 
different aspects of Railway transport, in which a small 
chapter on regrouping is also included. The author welcomes 
the regrouping of the Railway in different ways, like econo-
mics of large scale production, elemination of disparities, 
better long term planning of development, better service to 
public and better control of co-ordination,'' The author does 
not make any suggestion for further re-organisation of the 
present Zones. 
Dr. P.K. Bhatnager Wrote a book entitled Transport in 
Modem India, in 1966; In it he deals with all modes of trans-
port. He tries to explain the theory of transport with a 
critical analysis of the transport system in India, He also 
presents a brief history of the regrouping system and observes 
it would be too early to say anything on the financial aspect 
1, J,K. Jain, Tr^sport Economics. Chaitanya Publishing House, 
Allahabad, 1987. 
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of the Zones. The author also emphasises that regrouping is a 
major change in the vast Indian Railway system. He accepts 
the impact of regrouping and says that after regrouping the 
efficiency has been considerably increasing and their 
«i services to the public progressively improving. 
The author of this book does not give any further sugges-
tion as to how to improve the performance of the working 
areas of Railway operation and to increase their efficiency 
of these present Zones. 
A book entitled Economics^of Transport by S.K, 
Srivastava in 1987, is an attempt to analyse the various 
factors that have affected the technological and economic 
development of the various means of transport operating in 
India, Suggestion has also been given by the author to 
increase the efficiency of the transport agencies in this 
2 country. 
In a separate chapter in this book a detailed discu-
ssion is made about regrouping but the author does not say 
anything about future regrouping and its effect on Railway 
working. 
A study conducted by Dr. Mohammed Jafar entitled 
Railway Administration and its impact on the Economic Develop-
ment of India since Independence is an attenpt to analyse the 
1. P.K, Bhatnager, Transport in Modern India. Kishore Pub-
lishing House, Kanpur, 1965. 
2. S.K, Srivastava, Economics of Transport. S, Chand &,Co. 
New Delhi, 1987. 
problems which have obstructed the growth of Indian Railways. 
This study is based on primary as well as secondary data, the 
whole work is divided into six chapters out of which one 
chapter deals with regrouping of the Indian Railways. The 
author makes a deep study of regrouping as a measure for 
improving efficiency and economy. He goes through the opera-
ting ratio of the railway and examines its financial soundness 
in detail before and after regrouping and concludes that after 
regrouping the efficiency of the railway has gone up. He 
however, makes no attempt to assess the merits of regrouping, 
i.e. to examine whether it has achieved its main objectives 
or not. 
The author of this study suggests that while making 
a Zone, its fitness and size should be kept in mind. This 
will enable the Railway Board to fix the responsibilities of 
the General Manager in regard to the financial soxandness of 
the respective units.'' 
The author also emphasises that for raising the produc-
tivity of the work force, management is required to set examples 
of higher productivity. All this will depend upon the capacity 
and workload of the manager. 
The author of this study has expressed his opinion about 
the present political interference in the management pattern in 
1. Railway Administration and its Impact on the jSconomic 
Development of India since Independ^ce (Unpublished thesis 
submitted) by Dr. Mohd. Jafar at A.M.U., Allgarh, 1976. 
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the form of Minister control which should be immediately 
reduced. With greater freedom the Railway executives will give 
more attention to the discharge of their executive functions 
viz., forecasting, research, plans, organising, directing 
motivating, co-ordination and control. 
A study entitled "Railway Rates and Fares during Plan 
Period and their Impact on Trade and Industry by Dr. Zia-Uddin 
Khairoowala, in 1976 is an attempt to highlight the best method 
of determining railway rates and fares. 
This study is divided into ten chapters. It deals with 
various aspects of the Railway rates and fares with the help 
of both primary and secondary data. It shows that the railways 
have not yet agreed to take the responsibilities of an insurer. 
It amounts that the law and order situation is poor. The Rail-
way authorities do not have sufficient number of covered wagons 
with the result that when trans-shipment on different guages 
increases beyond normal limlts,it becomes risky and out of 
control. The author advises that the Railway should landertake 
1 
its responsibility as an insurer. The author of this study 
gives many findings and lays down certain criteria upon which 
the Railway rates and fares can be fixed easily, but ;he does 
not make any observation on regrouping and its impact on the 
Railway as a whole. 
1. A Study of Railway Rates and Fares, during the Plan Period 
and their Impact on ^rade and Industry, by t)r. Zia-Uddin 
Khairoowala ^Thesis submitted at A.M.U., Aligarh, 1976. 
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An article entitled "Golden Years of Indian Railways" 
by R.P. Singh was published in April 1987. In it a detailed 
discussion is made about Railways development since regrouping. 
He states that in 1950-51, Railways hauled only 73 tonnes of 
revenue earning traffic and the total traffic was Just 93 
million tonnes, but after regrouping this situation improved 
and 1985-86, the revenue earning traffic rose to 257.5 million 
tonnes and the total traffic to 286.4 million tonnes which 
amounts to an increase of 35A per cent.^ 
In the concluding part of this article, the author observes 
that these two years, have really witnessed a phenomenal growth 
in the traffic moved. During 1985-86 the revenue earning tra-
ffic not only crossed the target 250 million but exceeded it 
by 8.55 million tonnes. This is a remarkable achievement for 
the railways and it is likely to be followed up in the coming 
financial year. The author by implication approves regrouping 
but does not assess its impact on the railway. 
A book entitled Railway Accounts and Administration by 
2 
R.R. Nanda, appeared in 1984 . It is divided into various 
chapters. This book is an attempt to deal with all important 
codes, rules, laws, procedures of the Railways in a precise and 
concise form. This book is recommended for day to day work of 
1. R.P. Singh, Golden Year of Indian Railway. Indian Railway, 
Journal, April 1987, p. 15. 
2. R.R. Nanda, Railway Accounts and Administration. Bahrl 
Brothers, Delhi, 1978. 
17 
the Railway officers and particularly ueeful for the candidates 
who are going to sit in the competitive examination to rise in 
scale to improve their future. The author devotes only a few 
pages to regrouping. He approves this system but neither does 
he provide any scheme for further regrouping nor mention its 
effect on the other working areas of the Railways. 
A book entitled Economics of Indian Railways by Prof. 
Samiuddin, published in 1987 is an attempt to make the students, 
teachers and planners understand the railway transport and its 
importance in the present stage. This book gives an historical 
accovint of the development of railways and contains latest 
facts and figures and information on various aspects of the 
Indian Railways.'' 
The author has introduced a separate chapter on regrouping 
in his book and discussed in detail how regrouping took place in 
Indian Railway. Though he does not make any effort to analyse 
the impact of regrouping on the Indian Railway, he observed 
that there is urgent need to create some new Zones to overcome 
the present deficiencies of railway administration. 
A study was conducted by Metropolitan Transport Project 
of Railways on techno-economic and engineering studies of the 
network of mass rapid transit system for Delhi urban area. The 
1. Prof. Samiuddin, Economics of Indian Railways« A.M.U. Press, 
Aligarh, 1987. 
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Town and Country Planning Organisation has collaborated with 
MTPR in carrying out the necessary studies. In this study a 
concept plan for Delhi Urban area for the year 2001 has been 
developed indicating the possible directives of growth including 
population and urban form of distribution of economic population 
and economic activities, estimate of inter-zonal trip movement 
•1 
pattern and assignment of trips on the transportation network. 
In this study no effort is made to project traffic requirements 
of Railways and Zonal workload situated in this area. 
I-
^ T 
There are also several doctoral thesis prepared on the 
Finances of Indian Railways, like by V.V. Ramanadhan, Andhra 
University, B.N, Asthana, Allahabad Iftilverslty, R.C. Saxena, 
Agra University, J. Pankajak Shah, Agra University, J.P.Gupta, 
A.M.U., Aligarh and K.M, Warrler, Madras University. They 
have deeply analysed the financial aspects of Indian Railways 
but they have not discussed the regrouping of Railways and its 
impact. 
A study entitled 'Transport Development of India after 
Independence* a U.G.C. sponsored project completed by 
Prof, Samluddin gives a detailed account of the Railway, Road, 
Shipping and Air Transport Development of India. It is an 
1. D. Panduranp:a Rao, Trends in Indian Transport System, Inter-
Indla PubllEailon! Mew Delhi, -I9S5, p. i5. 
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analytical study of different means of Transport giving the 
latest facts and figiores regarding transport development of 
India« The author has taken pains to elaborate the untouched 
areas analysing them from different angles. 
In short, an overview of literature on "The Impact of 
Regrouping of Railways on the Efficiency of Indian Railways" 
shows that with the exception of a few studies that have beai 
carried out by Dr. Mathew in 196A, and Dr. Jafar (1976), very 
scanty work has been done in the area of Railway regrouping. 
The present study entitled "The Impact of Regrouping of 
Railways on the Efficiency of Indian Railways" is unlike the 
studies mentioned above. While reviewing the literature the 
author has gone through different books, reports and theses 
but none of them has tried to examine in detail the present 
Zones workload and its difficulties, supervision pattern, 
personnel and the overall impact of regrouping on the 
efficiency of Railways, The purpose of this study is to fill 
this gap. 
CHAPTER - II 
RAILWAY MANAGHMENT : A HISTORICAL BACKGROUND 
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CHAPTER - II 
RAILWAY MANAGEMBIT : A HISTORICAL BACKGROUND 
The Indian Railways have been playing a vital role in 
shaping the destiny of this vast sub-continent for the last 
one hundred and thirty three years. They are the "lifeline 
of the nation" and the kingpin of "national economy". There 
is not a single sphere of national activity which is untouched 
by the Railways and this has obviously thrown a mighty 
responsibility on the Railways and the Railwayraen. The Rail-
ways have not only helped in bringing about a political and 
social adjustment but also built up the most essential infra-
structure for the country's economy and industrial upliftment. 
Movement of essential commodities from surplus and deficit 
areas as well as raw-material and finished products from and 
to the industries, keeps us on our toes, round the clock, 
all the year round. Railways, since their existence have 
developed expertise and technical skill which is a record in 
the country and outside. 
2i 
Indian Railways have a long and chequered history. 
The Railway was first started in 1825 in England and there-
after in 1829, France and in 1330, in America. At the same 
time the Britishers thought that the Railway should also be 
introduced in India because India had all the pre-requisites 
of the early installing the Railway system, and also because 
industry and business were suffering on account of insufficient 
communication system, with the growth of political power, 
British administrators of India realised the need of improved 
means of communication. 
Construction of Railway was going on in other British 
colonies. British contractors were earning handsome profit 
in those countries. They were also interested in making 
investment in India and earning profits. The Britishers 
also thought that all the important cotton and other raw-
material producing centres and all important trading centres 
should be linked with the ports and railways, so that easy 
and convenient transport of raw-material and finished goods 
could be possible in the interest of British industries. 
Non-commercial previleges of starting Railways were to 
facilitate the administration of the country and to increase 
the mobility of the military forces. Thus the Britishers had 
several motives in undertaking construction of Indian 
Railway. 
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The Old Guarantee System (1849 - 186^); 
This period of Railway construction in India is consi-
dered as the first stage when neither the government nor the 
private companies knew how to start construction work. The 
Government invited private capital from Britain in this field 
and there were a number of companies which came forward to 
invest in Indian Railways. Each one of them tried to bargain 
with the government to get the best advantage. The following 
are some of the important features of the contracts for the 
establishment of Railways in India: 
(a) Land would be provided by the Government for the 
construction of the Railways and for all works 
connected with it. 
(b) The rate of guarantee varied from to 
(c) The government retained the right to purchase the 
companies at the average market value after 25 or 
50 years, although the contracts entered into were 
for a period of 99 years. 
(d) The surplus of the profit over 5 per cent, if any, 
was to be shared by the government and the companies 
equally. 
(e) The Government director would sit on all the Boards of 
the companies with veto power. 
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(f) For exchange purposes i rupee was deemed equal to 
i s. iOd^. 
Under such conditions the investors ran no risk and 
they were assured of a fixed return on their investment andf 
2 
in return, the supervisory power was given to the government. 
At that time such a system was implemented in France, Brazil, 
and British colonies other than India, During this period, 
the first Railway line in India was completed between Bombay 
and Thana and opened for public traffic on Saturday, April 16, 
1853:^ 
After sometime this system of construction was criti-
cised on several grounds. For instance, it was said that 
Indian capital should also be tapped and investment in 
railways should cease to be a monopoly of the British capi-
talists at the cost of the Indian taxpayer, and that the 
state should take over construction as it did later. The 
main drawback of this system was wastefulness and reckless 
expenditure on the part of the companies and somewhat 
ineffective management and also a heavy burden on the tax-
payer, in general. 
1. Horace Bell, Railway Policy in India. 1884, pp. 60-62. 
2. Ibid, p. 60. 
3. M.A. Rao, Indian Railway. National Book Trust of India, 
N. Delhi, 1574, p. iS: 
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TABLE 2 a 
Showing the Progress of Indian Railways (1833-69). 
Year Mileage 
opened 
Capital at charge 
in crores of rupees 
1853 70 0.38 
1854 71 4.00 
1855 169 5.50 
1856 272 8.00 
1857 287 12.00 
1858 427 16.00 
1859 625 22.50 
1860 838 26.66 
1861 1587 34.00 
1862 2333 48.00 
1863 2507 53.00 
1864 2958 58.00 
1865 3363 63.00 
1866 3563 70.00 
1867 3929 80.00 
1868 4008 84.00 
18^ 4255 89.00 
source: Indian Railway fs. One Hundred Years, Ministry of 
Railways, Rai-Lway Board, New Delhi, pp. 160-61. 
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The above figures show that there was rapid increase 
in mileage from the year 1858. The increase was at an average 
of 200 miles per year from 1858 to 1860 and between 1860 and 
1861 the increase was of 644 miles, while between 1861 and 
1862 the,increase was of 746 miles which was the highest 
increase. The capital at charge also increased at the same 
rate; from 1861 to 1862 the absolute increase was Rs. 14 crores, 
the highest ever during the period from 1853 to 1869. 
In 1858, Lord Canning, the Viceroy and Governor General 
of India criticised the companies for both technical and 
managerial faults in the management pattern of the railways 
and for their unsatisfactory guarantee system. It was also 
felt that the system resulted in dual management. Lord Canning 
also suggested that any future contracts involving a guarantee 
by the state, an essential element should be scrutiny and 
careful examination of the estimate before-hand and the state 
should strictly limit the guarantee of such amount of capital 
as had been previously found necessary."^ 
The Govemer of Madras Sri w. Dennison objected and 
said that such a railway construction system would certainly 
involve the Government in unprofitable and expensive ideo-
logies and had a great risk with least sharing profit. The 
1. J.K. Jain, Transport Economics, Chaitanya Publishing House, 
Allahabad, 1983, p. b6. 
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impact of these statements was felt and the Government was 
worried, in 1862 the government of India changed its policy 
and started to give contracts to companies for construction of 
Railways by subsidising them and not by guaranteeing a fixed 
rate of return. But after some time this method also failed. 
Sir John Lawerence stated that the Government's attempt 
to attract capital under the above teitns had failed and it 
would be advisable for the government itself to adopt a policy 
of construction and ownership of railways through direct 
borrowings."*" 
Under the guarantee system the costs of the Railway 
construction were excessive and the government had to suffer 
if they had continued this system in practice. The government 
was spending large sums on the purchase of land and on super-
vision. It had also to incur loss on acount of exchange rate. 
During this period it was felt that with the introduc-
tion of Railway the efficiency of Civil administration had 
increased and trade and business activities had expanded consi-
derably. The competition with foreign goods had started making 
the cultivators alive to the need to have commercial crops 
that could be raised for export and for use in indigenous 
industry. Therefore, the government of India realised the 
1. The Administrative Organisation Report by R.C. Majuradar, 
Part"^  Calcutta, 1930, p. 94, 
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necessity of expanding the Railways but due to various reasons 
the guarantee system had to be abandoned. 
State Construction and the New Guarantee System: 
The shortcomings of the guarantee system were well known 
and its financial burden became heavy by the second half of the 
guarantee period and in 1867 the system was seriously examined 
and criticised. A distinction was made previously between 
railway lines laid for commercial purposes and those laid for 
political considerations. It was decided that the government 
should go for laying lines with political ends and private 
companies should be entrusted with the work of laying commercial 
lines. 
In 18^ © Lord Lawrence emphasized the need for direct 
state construction of railways in India. He stated that the 
railways in India were wasteful so much so that even their 
actual cost of operation was not being recovered. He pointed 
out that both from financial and administrative points of view, 
neither company management was beneficial nor management by a 
state agency. 
Lord Lawrence also stressed that it was totally unnatural 
and inadequate in the interests of Indian Government to continue 
a system wherein the Government did not earn any profit directly 
and, on the other hand, had to bear the total loss. In 
accordance with the suggestion made by the secretary of State, 
2:§ 
the state activity should be confined to the laying of lines 
for political considerations, leaving commercial feasible 
lines to guaranteed companies. Lord Lawrence felt that under 
such an arrangement the Government would, of its own choice, 
take all the unprofitable lines while giving all the profitable 
lines to private companies, which meant that the government was 
carefully guarding the private companies against any possible 
losses at the expense of the state. 
In the matter of extension of railways network Lord 
Lawrence expressed his opinion that "Railways should bear 
Railways", It was his own idea that the Railways were commer-
cial undertakings, wherein profit making was possible. 
According to him, this could also help the British Government 
in troop movements, which was one of the reasons why the 
Government encouraged the construction of Railways in India. 
The opinion of Lord Lawrence gives the impression that while 
the state entered in the field of commercial activity, it 
also recognised the need for adopting a commercial attitude. 
During 1869, the Secretary of State for India in his 
speech to the parliament stressed the need for a change in 
the Railway policy and expressed the hope that with the 
Government construction, there would be a single authority 
and a single management. Thus in 1869 the guarantee system 
was abandoned and the construction of railways by the state 
through its own agency was started. 
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TABLE 2«2 
Showing the progress of Indian Railways (1869-i882| 
Year Mileage 
opened 
Capital at charge 
in crores of Rupee 
18^ 4255 89.00 
1870 4771 90.01 
1871 5074 
1872 53^ 
.1873 5697 
1874 6226 95.87 
1875 6541 100.96 
1876 6860 104.78 
1877 7320 109.04 
1878 8201 118.30 
1879 8475 122.33 
1880 899 6 128.57 
1881 9808 140.81 
1882 10069 143.24 
source; Indian Railway, one Hundred Years, Ministry of 
Railway, Railway Board, New Delhi, p. 161. 
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During the period from 1869 to 1882 the increase in 
mileage was 5,814 miles. Increase from year to year, however, 
was not unifoim. Between the first two years i.e. 1880 and 
1881, increase in mileage was more than 500 miles, while for 
the next three years it was on an average about 30 miles. 
The capital at charge shows a total increase of 52.24 crores 
during the period and the annual average increase was nearly 
of Rs. 4 crores, like increase in the mileage, increase in 
capital was also not uniform over the years. 
After near about a decade certain circumstances compe-
lled the government to stop the direct construction of railway 
lines and to seek assistance from private companies once again. 
The period between 1874 and 1879 witnessed the outbreak of 
dreadful famines in India, the strain of the second Afghan War, 
financial difficulties and the feeling of hostility towards 
state enterprise in England. In 1880, the need for rapid 
extension of the railway system was felt by the Famine 
commission, which estimated that a mileage of at least 5000 
was immediately needed for the protection of the country from 
famines. 
Moreover, the government decided to entrust the respon-
sibility of construction of new railway lines to private compa-
nies once again, but the terms and conditions of the construction 
as compared to old ones were changed by the government. 
1. Report of the Commission appointed after Great Famine in 1878, 
Railway Board, New Delhi. — — ~ 
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The main points of the new guarantee system were as 
under: 
(i) The earlier rate of return of was reduced to 3^%. 
(ii) The Government acquired the right to take over the 
Railway after 25 years instead of 50 years which was 
the time-limit set previously. 
(iii) The apportionment of the surplus profit above 551^  was 
changed to 3j5 and 2;5 between the government and the 
company concerned respectively. 
The government also exercised considerable control 
over the private companies. From 1869 onwards: these compa-
nies were not allowed to borrow from outside and all the finan-
ces were raised by the state. Government supervision and 
control was necessary to see that the money invested by the 
companies was rightly spent and properly utilised for progress 
in the construction undertaken by the companies. 
During this period Railways construction was mainly 
concerned with the political and military requirements. In 
actual practice, funds were utilised for construction of 
military and political lines while the lines necessary for 
protecting the country from the darkness of famines and for 
the development of trade and industry were given secondary 
position. 
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During the state construction period there was an 
immediate need for controlled management. In this connection 
a consulting Engineer for State Railways was appointed in 1870. 
Again in 1874 in order to meet the increased work-load of state 
construction, the state Railway Director'ate was formed, which 
was divided into three systems and each system was placed under 
one Director. After some time a Director of Stores was also 
appointed. But in course of time this system was not found 
workable. As a result, a post of Director of Traffic was 
created to look after the traffic problems of the Railway. 
And to eradicate the problems of management, headquarters were 
established, headed by a Director of Stores and assisted by a 
Director of Traffic and Accountant General and a consulting 
Engineer. 
During that period every railway company was managed by 
a Board of Directors in England representing the share holders. 
With a Government Director appointed by the secretary of State 
for India, and an Officer called "The Agent" who represented 
the company in India. 
The main method of Goveinment control lay in its parti-
cipation in policy making through its own Director on the 
Board, Secondly, the representatives of the Government made 
inspection at the expense of the company concerned. Thirdly, 
1. K.P, Bhatnager, Transport in Modem India. Kishore Publishing 
House, Kanpur, 1966, p. 195, 
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the power of veto vested in the Government Director. Lastly, 
general supervision and control by the Government lay in 
prescribing the standards of construction, design and quality 
of the rolling stock, the times and speed of trains, the 
fixation of rates and fares, standards of maintenance, the 
expenditure to be incurred, and the maintenance of the firms' 
accounts. 
In the management, the Govemer-General-in-Council in 
India, who represented the Secretary of state through a 
Member-in-Gouncil, controlled Public Works Department of the 
Government of India of which the Railways formed a constituent 
part. The Railway management of India had a number of consul-
ting engineers to function on territorial basis as field 
officers to inspect the railways on behalf of the Government. There 
was also a set of examiners of accounts on territorial basis 
reporting to the proper authority. 
Governmental control was limited only to annual inspec-
tion of railways to ensure safety and convenience of the travel-
ling public through proper maintenance and through investigation 
of accidents. In other matters hindrance from the management 
was very little and companies were allowed to function freely. 
In 1877, a change was brought in the management and in 
place of one Director, three Directors were appointed on 
territorial basis. But after some time this management proved 
64 
unsatisfactory, as it resulted in the issue of conflicting 
orders about the opening of new lines; however, there was no 
difficulty in matters of supervision of new lines. 
For political and economic reasons, in 1880 the number 
of lines under construction was reduced. As a result, the 
consulting Engineers were associated with the Director-General 
purely in an advisory capacity in matters relating to Civil 
Engineering. The Director of Stores acted as an advisor on 
matters of Stores and Rolling stock. Besides, he advised on 
matters affecting establishment, A Director (Traffic) was 
appointed to act as adviser on Traffic problems and the 
Accountant General, P.W.D., looked after the accounts work,"*" 
Under the new guarantee system, each one of the railways 
worked under different terms and conditions of contract with 
no uniform provisions which resulted in the problems of super-
vision and control becoming very difficult. Therefore, the 
Indian Railways Act was passed by the British Parliament in 1890, 
bringing all types of railway administration of th« Government or 
2 of the companies under one control. 
1, Report of the Administrator and working of Indian Railways 
by Thomas Robertson, Printing Press India, 1903, pp, 1-2. 
2. Ibid, p, 2, 
35 
TABLE 2.3 
Showing the Progress of Indian Railways (i882-i9CX)) 
Year Mileage 
opened 
Capital at charge 
in crores of Rupees 
1882 10069 143.24 
1883 10447 148.31 
1884 11527 155.45 
1885 12208 161.92 
1886 12865 170.50 
•1887 14068 182.88 
1888 14525 193.04 
1889 15900 205.05 
1890 16404 213.67 
1891 17283 221.06 
1892 17769 227.30 
1893 18459 233.18 
1894 18840 237.79 
1895 19467 244.38 
1896 20209 268.95 
1897 21115 282.12 
1898 22024 292.09 
1899 23507 308.50 
1900 24752 329.53 
Source: Indian Railways> One Hundred Years, Ministry of 
T i r ^ Railways, Railway Board, pp. 187-188. 
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During the period from 1882 to 1900 the increase in new 
mileage was of 14683 miles or an average of 773 miles per year 
which may be considered a healthy progress. In the same manner 
capital at charge went up from Rs, 143.24 crores to Rs. 329.53 
crores, registering an increase of Rs. 186.29 crores over the 
period and an annual average increase of Rs. 9.5 cirores during 
the same period. 
In 1897, the post of Secretary of the Government of 
India in the Public Works Department was created in place of 
Director General and all posts of Consulting Engineer for 
state railways were abolished and their duties and powers 
were transferred to the Directors. The Accountant General, 
P.W.D. who attended to the supervision of accounts of the 
railways was designated as the Ex-Officio Deputy secretary 
to the Government of India. 
Restructuring and slight shifting of posts here and 
there without any change of behavioural pattern of personnel 
affected the Railway administrative hierarchy. These changes 
also resulted in mismanagement and lack of proper control which 
were harshly criticised. 
The select Committee submitted its report to the 
government in which the management of Railways was felt 
ineffective."^ The Committee recommended that the Government 
1. K.P. Bhatnager, Transport in Modern India, Kishore Publishing 
House, Kanpur, 1966, p. 195. 
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should have the power to fix or to vary from time to time the 
maximum rates and fares subject to adequate provisions to 
secure the interests of the investors. The construction 
companies did not care for the interests of the Railways, The 
Government also realised that the Railway should be developed 
and handled with better management,"'' 
Evolution of Railway Board; 
In order to eradicate these drawbacks of the management 
system, the Secretary of State for India in Council appointed 
a Committee under the Chairmanship of Thomas Robertson in 1901 
to evaluate the performance and working of the Railway Board, 
Thomas Robertson submitted a report after a long discu-
ssion and consideration. He recommended and stressed the 
following points: 
(i) That a railway fund be established for undertaking 
improvement of the old lines and for constructing new 
lines where needed. 
(ii) That all the lines should be leased out to the railway 
companies for management. 
(iii) That a Railway Board be created with three members for 
overall administration of the railways, and 
1, Thomas Robertson, Report on the Administration and Working 
of Indian Railways (l903). para 77, 
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(iv) The guarantee system may be allowed to continue for the 
construction of new lines."'" 
Robertson also recommended that state railways should be 
controlled by a Board of management to whom extensive powers 
should be given and whose members should be paid a fixed salary 
and that only general control should be exercised over it in its 
work. It was to be left free within the powers assigned to it 
to manage the railway under it in the best interest of the 
public and the country; but a private company should be 
controlled by an Agent in India and a Board of Directors in 
London administered its affairs. 
Robertson observed that in order to maintain Railways 
as a commercial undertaking and to organise them properly, they 
should be free from the grip of Government departments and 
allowed to develop freely. 
For the efficient and well-managed system of Railways 
Robertson recommended creation of a small Board composed of 
specially qualified railwaymen. The operation of this Board, 
to be successful, must necessarily be excluded from the general 
administration of the Government and the Board should manage 
the railways entirely on commercial lines,^ 
1, Thomas Robe.vtson, Report on the Administration and Working 
of Indian Railways U903} Para 77. 
'2, Robertson, Report, Para 53$ p. 17. 
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Regarding the composition of the Board, Robertson 
observed that it would consist of a President or Chief Commi-
ssioner who should have a thorough commercial knowledge of the 
working of the railways and should be a member of the Council 
for railway matters and two other Commissioners who should be 
men of high standing in the railways and should have a similar 
training as that of the President. The President and the 
Commissioner should make frequent tours for inspection of the 
Railways,"^  
After a deep consideration of Robertson's Report, the 
secretary of State for India sanctioned the formation of the 
Board consisting of a Chairman and two members to whom was 
entrusted the general control and administfation of the Railways 
2 in India, 
The Railway Board was established by a resolution of 
the Government of India on 18th February 1905. It was given 
statutary powers under the Indian Railway Board Act of the same 
year and at the same time management and control of the Railway 
Board was transferred from the Public Works Department to the 
Railway Board. In composition of the Board care was taken to 
include those who were considered railway experts and the 
1. Robertson, Report, para 60, p. 19. 
2. Administration Report of the Railways in India for the 
calender year 1904, p. 
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Board was placed under the charge of the Department of Commerce 
and Industry. 
The Board so constituted consisted of a Chairman and two 
Members, all of them railway experts. The chairman was vested 
with authority for the disposal of all matters entrusted to the 
Railway Board with powers to act on his own. The Board was to 
deal with different classes of duties, deliberative duties inclu-
ding preparation of Railway programmes and important matters of 
Railway policy, and finances affecting all lines. The ultimate 
decision on such matters of necessity rested with the Government 
of India. 
The subsidiary duties were administrative which included 
such matters as construction of new lines by the state agency, 
improvement of Railway management with regard to both economy 
and public convenience, arrangement for through traffic and 
assignment of these duties to different Railways. 
After a short period of time, it was noticed that the work 
of the Board was not satisfactory because of insufficient powers 
of the chairman and owing to interference with the work of the 
Board from the Department of Commerce and Industry and the 
Govemer-General-in-Council, 
1. A Documentary Study, issued by Lok Sabha Secretariat, Railway 
Board, Delhi, 1957, Vol. i. 
41 
TABLE 2.4 
Showing the Progress of Indian Railways (1900-1913) 
Year Mileage 
opened 
Capital at charge 
in crores of rupees 
1900 24742 329.53 
1901 25363 339.17 
1902 25931 349.77 
1903 26956 341.11 
"1904 27565 352.86 
1905 28285 358.52 
1906 29089 371.27 
1907 29957 391.87 
1908 30576 411.92 
1909 31490 429.83 
1910 32099 439.05 
1911 32939 450.07 
1912 33484 465.15 
1913 34686 495.05 
Source; Indian Railways, One Hundred Years, Ministry of 
Railway, Railway Board, New Delhi, p, 184, 
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The total average opened between 1900 and 1913 was 
9,944 an average of approximately 828 miles per year. The 
capital at charge increased by Rs. 165,52 crores during this 
period, the annual average of increase being Rs. 13.79 crores. 
Thus as compared to the preceeding period, both the mileage 
and capital at charge increased and it may be said that the 
rate of growth during this period was much greater than that 
in the preceeding period. 
In May 1907, a Committee was appointed by the Secretary 
of th'e state presided over by James Mackey, to examine the 
working of the Railway Board. The Committee submitted its 
report within a year and declared the work of the railway Board 
as unsatisfactory. The Committee remarked that the Government 
of India should interfere as little as possible with the action 
of the Board in technical matters, and the Railway Board should 
be allowed to communicate directly with any department of the 
Government of India or with the local Government and the Board 
should consist of a President and two Members, one experienced 
in Railway construction and the other in Railway traffic. 
Besides implementing these recommendations, the secretary 
introduced the following changes: 
(i) The Chairman's designation of the Railway Board was 
changed as the President of the Board and his powers 
were increased. 
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(ii) The Railway Board was converted into a Department of 
the Board and it became independent of the Department 
of Commerce and Industry. 
(iii) The President of the Board had the right of direct 
access to the member of the Executive council concerned 
and to the Governer-General."^ 
In 1920, the Government of India wanted to review the 
performance of the Railway administration. In this connection 
a committee was set up under the Chairmanship of Acworth to 
examine the constitution and working of the Railway Board and 
enquire into the defects that had created problems for the 
2 development of the Indian Railway system. 
After a deep study of the different aspects of Railways 
management, the committee made a number of recommendations. 
It felt that the Railway Board should be replaced by a 
Railway commission. The Committee recommended the creation 
of a new Department of communication responsible to the rail-
ways, and suggested that road transport and posts and telegraphs 
be put under the charge of a member of the Viceroy's Council. 
The Committee recommended that the Board should con-
sist of a Chief Commissioner assisted by four Commissioners, 
one Finance Commissioner and three state level Commissioners, 
1. A. Avasthi, Central Administration, Hill Publication, 
New Delhi, i9bO, p. zua, 
2. Acworth Committee Report, 1922-23. 
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The Financial Commissioner was to be under the Chief commi-
ssioner holding the second position in the hierarchy of the 
Board and to have the charge of the financial set-up of the 
Railway,"^  
The Government of India did not agree to the creation 
of a new Department of Communications, but accepted the re-
commendation to re-organise the Railway Board, The first step 
in this direction was taken in November 1922, when a Chief 
Commissioner of the Railways was appointed with enhanced 
powers. He was made solely responsible for arriving at 
decisions on technical matters and advising the government on 
matters of railway policy and also given the power to overrule 
his colleagues. 
in April 1923, the post of the Financial Commissioner 
was created with full financial powers of the Government on 
all financial matters relating to the railways. He was given 
a special position, as he was to have access to the finance 
member of the Executive Council in the event of differences 
on important matters of financial policy between him and the 
Railway department. 
In 1924, the Board was re-organised with a view to 
relieve the chief Commissioner and the functional members 
1. Acworth Committee Report, 1922-23, 
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from all routine work so as to enable them to devote their 
attention towards Railway policy matters. This object was 
achieved by placing a responsible director at the head of 
each branch of the Board, namely, Civil Engineering, Mechanical 
Engineering, Traffic Establishment and Finance. The Chief 
Engineer and the Chief Mechanical Engineer on the Railway 
Board were designated as Directors. 
In September 1924, Railway finances were separated 
from the general finance. At that time the Railway Board 
consisted of the Chief Commissioner, the Financial Commissioner, 
and two other members. One of the two members dealt with 
technical subjects and the other with general administration, 
personnel and traffic. 
In 1925-26 one more member was added to the Railway 
Board to deal with staff and labour welfare. The Railway 
Board, in 1931-32 was again re-organised as an economy measure. 
Economic depression had set in and the traffic receipts were 
continually falling. Therefore, some superior posts were 
abolished. The re-organised Board consisted of the chief 
Commissioner, the Financial Commissioner and one Member assisted 
by the Directors. But after some time many difficulties arose 
and the abolished posts were again revived. Before world war II, 
TABLE 2.5 
Showing Progress of the Indian Railways (1924-1937) 
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Year Mileage 
opened 
Capital at charge 
Railways State owned 
Railways 
(in crores of Rupees) 
1924 38039 717.93 641.76 
1925 38270 733.37 655.21 
1^26 38579 754.32 675.23 
1927 39049 788.79 701.07 
1928 39712 822.86 733.45 
1929 40950 931.39 739.26 
1930 41724 856.75 770.13 
1931 42281 860.81 783.32 
1932 42813 876.34 789.79 
1933 42961 884.91 796.26 
1934 42953 884.41 795.26 
1935 43021 885.47 795.44 
1936 43118 879.57 789.17 
1937 43128 880.13 789.02 
Source; state Manac jement and Control of Railways in India, 
the superior staff of the Board consisted of the chief 
Commissioner, the Financial Commissioner, two Members and six 
Directors."^  
During the period from 1924 to 1937, the total expen-
diture incurred was Rs. 148,3 crores by the State railways and 
Rs. 10,5 crores and Rs. 11,5 crores per annum for State - owned 
and company - managed railways respectively. The total 
increase in mileage over these years was 5,089, showing an 
average of 363,5 miles per year. The period from 1931 to 
1937 was a period of depression and the progress of the rail-
ways was greatly affected by this depression. 
During 1938, the Government set up a new Department 
of Communications and the Railway Board was put under the 
charge of a member of the Communication Executive Council and 
the Member of Railway Board was made Ex-Officio Secretary in 
the Department of communications; a Member of the Department 
of Communication became an Ex-officio Member of the Railway 
Board. 
Again, the Railway Board was placed under the Member 
Council-in-charge of War Transport to meet the additional 
demands of transport due to War and at the same time the post 
1. K.P. Bhatnager, Transport in Modem India. Kishore 
Publishing House, kanpur, 1966, p. 201. 
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TABLE 2.6 
Showing progress of the Indian Railway (1939-1951) 
Year Mileage 
opened 
Capital at charge 
in crores of rupees 
1939-40 41,156 852.59 
1940-41 41,052 853,78 
1941-42 40,477 848.06 
1942-43 40,525 849.92 
1943-44 40,512 8^8.54 
i944_45 40,509 864.37 
1945-46 40,518 872.68 
1946-47 40,524 639.27 
1947-48 33,985 742.20 
1948-49 33,861 775.88 
1949-50 36,022 813.07 
1950-51 34,079 838.18 
Source; Indian Railways, One Hundred Years, Ministry of 
Railways, Railway Board, p. 189, 
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of Member-in-Charge, Engineering, was revived and certain 
additional posts of Directors were also created on the Board 
to handle the increased work load. The secretary, war 
Transport Department replaced the Secretary of the Department 
of Communications as Ex-officio Member of the Railway Board. 
This position continued till August 1947. 
In 1939-40 the number of passengers travelling by rail 
in India rose to 355 million from 902 million, an increase of 
154 per cent. The length of journeys performed showed an 
increase from 12,588 million passenger miles in 1939-40 to 
29,013 million passenger miles, an increase of 130 per cent. 
The total mileage which railways were able to operate was 
only 134.7 million in 1947-48 as against 135.38 million in 
1939-40. This resulted in abnormal overcrowding in passenger 
trains and delays and difficulties in the movement of goods. 
By 1949-50 the situation eased a little. This was achieved by 
a better utilisation of existing assets and rolling stock. 
Management of Railways After Independence; 
At the end of World war II Indian Railways were facing 
great problems in connection with the existence of surplus 
staff, rehabilitation of rolling stock and improvement of 
workshop efficiency. To cope with these problem, a plan was 
chalked out. But before the start of this plan India achieved 
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independence, on one hand, and, on the other hand, the 
partition of the country took place which created a lot of 
difficulties and problems, as a result of which all manage-
ment activities of the Railways were upset. 
After independence the management of Railways was in 
the hands of a single ministry of Railways along with the 
Ministry of Transport through the Railway Board. 
In 1951, the composition of the Railway Board underwent 
a change and as a result, the post of Chief Commissioner was 
abolished and a functional member of the Board was made 
Chaijrman to Co-ordinate the work without the power to overrule 
his colleagues. Two functional Members continued and the 
special position of the Financial Commissioner was left 
undisturbed and he was made the Ex-Officio Secretary to the 
Government of India in the Railway Ministry. But now the 
Chairman was in a very difficult position because he would 
only preside over the meetings of the Board without due weight 
being given to his opinions in preference to those of his 
colleagues who had equal status with him. He was required to 
play many roles and, that is why, in October 1954, one more 
functional Member was added to the Board and the powers and 
1, Railway Board, A Documentary Study, Lok sabha, secretariat. 
New Delhi, 1957, p. 45, 
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functions of the Chief Commissioner were given to the Chairman 
of the Board. 
Creation of Zones; 
In 1951, the structure of the Railway Management was 
completely changed and as a result, "Railway Zones" came into 
existence. At present Indian Railways are divided into nine 
Zones namely, central, Northern, North-Eastem, Northeast-
Frontier, Southern, South Central, South Eastern and western 
and-these Zones are further divided into various divisions 
for internal organisation and control. 
Each zone is headed by a General Manager for internal 
management and control. The General Manager is responsible to 
the Railway Board for operating, maintenance and financial 
soundness of his zone. He has been given wide powers in 
matters relating to engineering works, purchase of stores, and 
establishment of public claims for compensation and work as 
the chief authority at the zonal level under the present setup. 
The General Manager is assisted by a number of functional 
heads of the different departments as Chief Operating Superin-
tendent, Chief Commercial Superintendent, Chief Engineer 
(Civil) and Chief Mechanical Engineer, Controller of Stores, 
1. G.s. Khosla, Railway Management in India. Thaker & Co., 
Bombay, 1972, p. 4b. 
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Chief Medical Officer, Chief Security Officer and Financial 
Adviser, These officers are the heads of their respective 
departments and are in turn assisted by deputy heads of 
department and officers of the rank of Division and Assistant 
officer at the headquarters office. At the zonal level, 
decisions about financial matters are taken by the General 
Manager on the suggestion made by his sub-ordinates like. 
Financial Adviser and Chief Accountants Officer, If a matter 
does not fall within the jurisdication of the General Manager 
it is referred directly to the Railway Board, 
In the beginning of 1956, the post of the Secretary 
Railway Board in the senior administrative grade, which had 
been abolished on the re-organisation of the Board in 1951, 
was again revived. In the same year an important step taken 
to strengthen the Board, was the appointment of Five 
Additional Members in the rank of General Manager of the 
Railways. 
On April 17, 1956, a separate Ministry of Railways was 
formed bifurcating the Union Ministry of Railways and Trans-
port and this separate Union Ministry of Railways was respon-
sible in the Parliament for the efficient administration and 
working of the Railways. 
In August 1958, the status of the Chairman was raised 
to that of Ex-Officio Principal Secretary to the Government of 
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India in the Ministry of Railways and other Members of the Board 
were designated as Ex-officio Secretaries. In 19 64 the post 
of additional Member (Vigilance) in charge of Vigilance 
organisation of the Railways was created. The organisation 
of the Railway Board has not undergone any change since 1964 
except that in July 1985 when a functional Member of the 
Railway Board was added on account of some additional work. 
Present Management - Structure of Railways: 
At present Railway organisations are controlled and 
managed by the Railway Board under the overall supervision of 
the Union Minister of Transport assisted by a Minister of 
State for Railways to look after the Department of Railways 
in the Ministry of Transport. The liability of administration 
and the management of the Indian Railways rests with the 
Railway Board under the guidance of the Ministry of Transport. 
It is the top executive for administration, technical super-
vision and direction of the Railways on the one hand, and on 
the other it is a department of the Government of India, 
responsible for construction, maintenance, planning operation 
and overall development of Railways. 
Recently, certain modifications have been made in the 
Railway Board by introducing one more functional member. The 
Railway Board, as at present constituted, consists of: 
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(1) The Chairman 
(2) The Financial Commissioner of the Railways;and 
(3) Four other members.^ 
According to para 205 of Ministry's Manual of office 
procedure, the Chairman of the Railway Board is the Ex-officio 
Principal secretary of the Government of India in the A/linistry 
of Transport. He is reponsible to the Adnistry for decisions 
on technical and non-technical questions as for advising the 
Government of India on matters of Railway policy. All cases, 
in which there is a difference of opinion between two or more 
Members of the Board, are referred to the Chairman of the 
Railway Board, who tries to bring about jointly agreed deci-
sions. If necessary, the chairman can take a decision himself. 
(2) Financial Commissioner for Railways; 
The Financial Commissioner for Railways is vested with 
full powers to sanction the Railway expenditure and is an 
Exnofficio secretary to the Government of India in the 
Ministry of Transport. No proposals involving expenditure 
affecting Railway revenues can be accepted without his prior 
concurrence. He has the right to refer any important financial 
matter directly to the Financial Minister. The Financial 
1. Railway Board, Ministry of Indian Railways, Office order 
No. 74 of 1985, Rail Bhavan, New Delhi. 
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Commissioner of Railways is not only a direct representative of 
the Ministry of Finance on the Railway Board but is also a mem-
ber of the Railway Board, 
(3) Four Other Members of the Railway Board; 
These four Members are separately in charge of matters 
relating to Staff, Civil, Engineering, Traffic and Mechanical 
Engineering."^ They function as Ex-officio Secretaries to the 
Government of India in the Ministry of Transport. Each 
Member is responsible for dealing with all aspects of the 
section in his charge where a question impinges on the func-
tion of another member, his concurrence is to be obtained and 
in case of any differences, the issue is to be referred to 
the Chairman, Railway Board for a decision. The members of 
the Railway Board should not only be able to put across their 
own views, but they should be able to appreciate the views of 
other departments. Their main business is to advise the 
iWinistry of Transport. 
These members have been selected from amongst the General 
Managers of the different Zones and Directors and joint Direc-
tors of the Railway Board and hence they have experience of 
the complexities of the secretarial machinery of the Government 
1. Para 208 of the Manual Office Procedure, Ministry of 
Railways, Railway Board, New Delhi, 
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of India. The Board is also helped by three Advisers in-charge 
of Electrical Engineering, Industrial Relations and Finance, 
These Advisers have been given full powers to participate 
in the proceedings of the Board on all aspects of the Railway's 
working except in matters of policy. 
Additional Members of the Railway Board; 
There are five additional members of the Board of the 
rank of General Managers of the Railways,"'' They have been 
added to the Board in order to be able to effectively discharge 
the additional duties and responsibilities arising from the 
increase tempo of development work. They look after major 
Civil Engineering works, remodelling and expansion of mecha-
nical' workshops and production units. Commercial matters, 
accounts, with particular emphasis on expenditure in respect 
of workers, and recruitment and training of staff. These 
additional Members have full authority and power in the fields 
allotted to them by the Board, but they have no right to 
attend any particular meeting unless they are called by the 
Chairman to attend it. 
Directors of the Board: 
Members of the Board are assisted by a number of tech-
nical Directors and each of them is placed in charge of a 
1. Para 708, of the Atonual Office Procedure, Ministry of 
Railway Diglot addition, 197ii, Railway Board, New Delhi. 
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Directorate."'" The Directors are in the rank of senior Heads 
of the Departments dealing with purely technical matters and 
are treated as specialists in their respective fields, Civil 
Mechanical and Electrical Engineering, Signals and Telecommu-
nications, Health etc, while other Directors are specialists in 
Traffic, Commercial issues, Safety, Stores etc. 
At present the Railway Board has the following 
Directorates: 
(1) Establishment 
(2) Finance (Accounts) 
(3) Finance (Expenditure) 
(4) Traffic (General) 
(5) Traffic (Transportation) 
(6) Civil Engineering 
(7) Mechanical Engineering 
(8) Mechanical Engineering (Production 8. Development) 
(9) Railway Stores 
(10) Electrical Engineering (including Railway Electrification) 
(11) Planning 
(12) Signal and Tele-Communication 
(13) Health 
(14) security 
(15) Vigilance 
(16) Public Relations 
1. Para 210, Manual Office Procedure, 1972, 
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(17) Statistical Economics 
(18) Efficiency Bureau 
(19) Staff and coaching 
The main purpose of the Directorates is to give relief 
to the Members of the Board from the enormous amount of work 
involved in controlling the Railways and to enable them to 
study wider problems of their respective Directorates. They 
are also responsible for carrying out the policies of the 
Boa rd. 
Appointments to the Railway Board: 
The Railway Board plays an important role in the deve-
lopment of all aspects of the Railway System, The most impor-
tant and necessary pre-requisites for an appointment to the 
Railway Board is that the person concerned should have exten-
sive Railway experience. The Appointments Committee of the 
Cabinet gives weightage to the service record of an eligible 
candidate."^  Seniority is the main consideration for selection 
as Chairman and Member of the Board. In the Board all the 
members do not enter at the same time but selection is made 
when there is a vacancy. The Appointments Committee of the 
Cabinet is the final selecting authority where the Railway 
i. Indian Railway Establishment code. Vol. 1, section 119, 
Ministry of Railway, Railway Board, New Delhi, 
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Minister has a major role to play; the final appointment depends 
on the Railway Minister's recommaidation. 
All the Members are selected from among the General 
Managers of the nine Zones, the three production units, the 
Director General Research Designs and Standards Organisation 
and the Additional Members of the Board. The selection of the 
Chairman is restricted to the existing Members of the Board, 
except the Financial Commissioner. Normally, the senior-most 
member of the Board automatically takes over its Chairmanship 
when it falls vacant. 
Tenure of the Board Member; 
As regards, the tenure of the Railway Board Members, 
there is no uniformity and prescribed term in the concerned 
legislation. Normally all the Members and the Chairman of the 
Board do not enter and exist simultaneously. New Members, 
including the Chairman, are selected on the retirement of the 
existing incumbents and they cease to be Members on their 
retirement. This system helps in the maintenance of continuity 
in the working of the Board and its policies. 
There is a limit to the tenure of the Board Members so 
that they are not allowed to continue for more than five years. 
The grant of extension of service beyond retirement as well as 
on completion of five years depends on the recommendation of 
the A/iinister, The tenure of a Chairman or a Member of the 
1. Indian Railway Establishment Code, Vol. 1, section 121, 
Ministry of Railway, Railway Board. 
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Board can be terminated even earlier on the order of the 
President of India,^ 
The Board Meetings; 
The Board Meetings are generally held twice a week but 
can be more frequent, if necessary, to consider important ques-
tions of policy and to dispose of all major issues before them. 
There are meetings of the full Board with the Ministers as and 
when required at which questions of policy and other subjects 
2 
are discussed and settled. Sometimes it happens that the 
individual Members meet the Minister to discuss important 
matters or to get orders in writing. It all depends on the 
Minister concerned to decide what kind of relations he would 
like to maintain with the Board, the powers he would like to 
delegate to the Board and how and when he would like to meet an 
individual Member, 
For the Board meetings there is no prescribed quorum, 
A comprehensive memorandum is prepared on each matter by the 
Directorate concerned, setting out the issues raised together 
with recommendations of the Director and the Member-in-charge 
indicating at the end of each memorandum- the point or points 
on which Board's orders are required. 
1, Indian Railway Establishment Code, Vol II, under Rule 2046(H) 
Para No, 1 of Office Manual procedure, Ministry of Railway, 
Diglot edition 1972, Railway Board, New Delhi, 
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The agenda of the meetings are proposed by the secretary 
and the draft is submitted to the members of the Board and the 
Chairman for approval. After the minutes are approved extracts 
are made and placed in the relevant fields and sent to the 
Directors concerned for necessary action. Copies of the minutes 
are also supplied to the Members, Ministers concerned and 
Additional Members. Board Meetings are also held with the 
General Managers of different Zones and the production units 
twice a year to discuss important matters and such meetings 
can take place more frequently, if necessary. 
Status of Secretary 
The Railway Board Secretary is almost of the rank of a 
General Manager and other important officers of the Board, and 
is selected from within the organisation itself, when there were 
not so many Directors, the secretary was the kingpin of the 
Railway Board as nothing important could go up to the Board 
or the Minister without his knowledge. With the rapid increase 
of work in the Railway Board this is no longer practicable, and 
Directors are appointed to take charge of all this work. As a 
result, the secretary's post has been redesignated and he now 
functions as an establishment officer who records proceedings 
of the Board's meetings and co-ordinates the office work of 
various Directorates.^ 
1, G.S. Khosla, Railway Management in India, Thacker & Co,, 
Bombay, 1972, p, 43, 
62 
The Secretary is treated as a link between the Railway 
Board, the Parliament and the Cabinet, and has overall charge 
of the Parliament work. Running and controlling the Railway 
Board is his main responsibility. 
The secretary also assists the Chairman in the deter-
mination of the agenda for the Board's meetings. All the 
matters that have been marked for discussion at a full Board 
meeting are sent to the Secretary for inclusion in the agenda. 
The secretary of the Board attends the Board's meetings and is 
responsible for the minutes and for submission of draft for 
approval of the Chairman and the Members of the Railway Board. 
He also provides information about policies and decisions of 
the Board to the authorities concerned. 
Distribution of Duties; 
Allocation of work and duties among the Members of the 
Board normally depends on the specialisation of each one of 
them but the Minister has full powers to re-allocate the duties 
•1 
and powers between them. All of them work under the A/linistry 
of Transport and are in direct touch with him. on matters for 
which a Member is functionally responsible, he is free to take 
decision himself; only major matters of policy are discussed by 
the Board before a final decision is taken. Sometimes two or 
1, Railway Board, A Documentary Study, A/linistry of Railways, 
Railway Board, New Delhi, 1959; p. 162. 
three members may discuss a particular issue by meeting in their 
chambers and arrive at a decision which has the force of the 
Board's decision. On technical matters falling within their 
respective jurisdictions each Member is free to take the 
final decision. 
The Attached and Subordinate Offices: 
The Railway Board has a number of attached and sub-
ordinate offices. They help in achieving its objectives, 
implementing its policies and promoting its efficiency. 
The Railway Board has the following attached and sub-
ordinate offices: 
(a) Attached Offices:-
(1) The Research Designs and standards Organisation, 
(2) Office of the Railway. Liaison Officer with the 
Directorate General and Supplies and Disposals. 
(b) Subordinate offices: 
(1) Plailway Service Commission. 
(2) Railway staff College. 
(3) Indian Railway School of Advanced Permanent way 
Engineering, Pune. 
(4) The Indian Railway Institute of Signals Engineering 
and Tele-Communication, secunderabad. 
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Other Sub-ordinate offices: 
Railway Service Commission at Allahabad, Bombay, 
Calcutta, A4adras and Muzaffarpur. The Commissions conduct 
selections for recruitment of class III staff for the various 
units as shown below. 
Bombay Commission; 
Madras Commission Southern Railway, Integral Coach 
factory and the south central 
Railway (excluding sholapur 
Division). 
western and Central Railways and 
Sholapur Division of South central 
Railway. 
Northern Railway and Diesel Loco-
motives works. 
Eastern Railway, south Eastern 
Railway and chittaranjan Locomotive 
works 
North Eastern Railway. The North-
east Frontier Railway make their 
own recruitment through a special 
recruitment Committee. 
The two attached offices are the Research Designs and 
Standards Organisation and the Railway Liaison office which 
Allahabad Commission; 
Calcutta Commission; 
Muzaffarpur Commission; 
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are controlled by the Chairman of the Railway Board himself 
because of their importance. The R,D. & S. Organisation is 
totally a staff agency and is handled by a Director General 
who is of the rank of a General Manager; its aim is to promote 
prospective standardisation of rolling stock, track bridges and 
structure and of all equipment used on Indian Railways in 
accordance with the changing conditions and as a result of 
particular experience, A major responsibility which devolves 
on this organisation is the investigation of problems of res-
earch related to Civil, Mechanical and Electrical Engineering."^ 
The other attached organisation is the Railway Liaison 
Office which is attached to the Director General of Supplies 
and Disposals, This office is controlled by the Member of 
the Railway Board (Mechanical). It deals with stores matters. 
The Railways stores requirements are of a specialised nature 
and this office takes up the matter of urgent supply railway 
requirements with the Director General of Supplies and Disposals, 
The Railway Rates and Tribunal Office is one of the 
subordinate offices established under the Indian Railways 
(second Amendment) Act 1948. It was further reconstituted 
under the Indian Railways Act 1957 and is situated in Madras. 
It deals with disputes arising in respect of freight charges 
between the consigners and the Railway Administration, 
1. Para 214 of the Manual Office Procedure, Ministry of Railway, 
Diqlot edition 1972, Railway Board, New Delhi, 
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Railway Staff College Baroda; 
This College was established in 1952 for .imparting 
specialised technical training to railway officers. The staff 
College Baroda provides courses of training in general railway 
working to probationary officers and also regular and refresher 
courses to class II and senior scale officers respectively. 
It also arranges special courses for officers of the Adminis-
trative Grades, and invites eminent educationists and other 
persons who have specialised in subjects useful to the Railways, 
to deliver lectures to the officers attending the course. 
Training facilities available in this college are also extended 
to foreign nationals. 
Indian Railway Institute of Advance Track Technology, 
Pune was established in 1959 for imparting training in the 
Advanced permanent way Engineering of Railway officers. It 
provides initial courses of training to probationers of the 
Indian Railway Engineering Service and Temporary Assistant 
Engineers and also refresher courses to class II and senior 
scale officers of the Civil Engineering Department. Though the 
courses are primarily designed to serve the needs of the civil 
Engineering Officers of Indian Railways; they are also avail-
able to Railway officers from foreign countries. 
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The Indian Railway Institute of Signals Engineering and 
Telecommunication, Secunderabad. This Railway Institute came 
into being in 1957. In the first year of its existence it was 
concerned only with imparting initial training to Apprentice 
Signal and Apprentice Tele-communication Inspectors but 
subsequently in view of the rapid developments in the field 
of signalling and telecommunication, several other courses 
were subsequently introduced for both officers and staff. 
Training facilities available in this Institute are also 
extended to foreign nationals."'' 
in brief, Indian Railways have had different phases of 
development and management. They started under the Government 
guarantee system. The second phase refers to the state cons-
truction in which a distinction was made between political and 
commercial lines. The third phase started with the new guaran-
tee system reducing the guarantee rate and period takeover. In 
the fourth phase the Railway came directly under the control 
of the Government of India, but the management was not so 
effective. 
To deal with the problems of railway management, the 
Railway Board was created in 1905, and powers and functions to 
1. Government of India, Ministry of Railway, Railway Board, 
Indian Railway Administration and Finance, First Editions, 1976, pp. 266, 
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manage the Railway were transferred from the public works 
Department to the Railway Board. 
On the recommendation of the committee set up in 1921 
and headed by Acwarth, the Railway Board was re-organised in 
1923 and consisted of a Chief Commissioner and two members. 
Again in 1924 the Board was strengthened by co-opting one more 
member designated as Financial Commissioner, In 1938 the 
Board was brought under the Department of Communications, 
After independance, the Railway Board came under the 
Ministry of Railway and Transport and the post of Chief 
Commissioner was abolished in 1951 and one of the functional 
members was made Chairman of the Board. 
In 1957, a separate Union Ministry of Railways was 
formed bifurcating the Union Ministry of Transport and Railways. 
The Minister of Railways became accountable to the Parliament 
for efficient administration and working of the Railways, In 
1958, the status of the Chairman of the Railway Board was 
raised to that of Principal Secretary to the Government of 
India in the Ministry of Railways, 
At present the railway operations are controlled and 
managed by the Railway Board under the overall supervision of 
the union Ministry of Transport assisted by the Minister of 
State for Railways who looks after the department of Railways. 
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The Board consists of the cnairman, and four other func-
tional Members who are responsible for giving necessary guidance 
to the lower authorities of the Railway administration in 
respect of the subjects under their charge. Thus the Railway 
Board is a policy-making-cum-functional Board because Members of 
the Board not only decide policy matters but are also hold 
charge of administration in the different departments of the 
Railways. 
The Railway Board is not treated what it appears to be 
but lakes different forms at different times such as the tech-
nical board, the co-ordinating Board, the Executive Board, 
the advisory Board etc. The Board is also assisted by five 
Additional Members who are each in charge of different depart-
ments of the Railways. Sometimes they are also invited to 
attend the Board meetings when a topic falling within their 
jurisdiction is being discussed. 
In the management structure, the Board has a Secretary 
0 
and a number of attached and subordinate offices which provide 
administrative assistance to the Board and function under the 
direct control of the Board. 
CHAPTER - III 
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CHAPTER - III 
AN ANALYSIS OF REGROUPING OF INDIAN RAILWAYS 
Prior to regrouping of the Indian Railways there were 
as many as fortytwo independent Railway systems big and small 
in the country. In the interest of economy of the country 
and to increase the efficiency of the Railways operation, 
in 1951-52, the Government of India regrouped the entire 
railway network into six Railway Zones. Later it was found 
inadequate, and during 1955 to 1966, further regrouping brought 
about three more Zones. During the last twenty years, however, 
this matter has been discussed many times but no prompt steps 
have been taken for any further regrouping. This issue is 
very important as efficiency and productivity would be directly 
affected if the managing hierarchy will not function in the 
right direction. 
This chapter makes a detailed analysis of regrouping 
of railways and offers suggestions for the improvement of 
productivity and efficiency of the Railways. 
Evolution of Zones and Divisions; 
Before the introduction of the background of Zones and 
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Divisions we would like to throw light on the concept of 
regrouping. Regrouping simply means amalgamation, consolidation 
or merger of several Railway systems into a separate unit for 
internal management and administration of Railway. This 
concept of regrouping was introduced for the first time in 
Great Britain Railway in 1923 and thereafter the same process 
was adopted in United States, Germany, South Mrica, Japan, 
and other countries of the world, 
The present Zonal and Divisional structure of the 
Indian Railways has its roots in the British rule in India, 
With the growth of railway network and changes in the policies, 
some other problems cropped up with regard to the ownership 
and management of railway lines construction, their systematic 
growth and development and their impact on regional and 
national economy. Keeping all these points into consideration 
the idea of regrouping was highlighted for the first time by 
Acworth Committee Report of 1920-21, Thereafter from 1920 to 
1948 five experts committees went through the question of regro-
uping, This issue was debated at various times under the 
Government supervision. The experts committees gave their 
recommendations in which it was deeply felt that amalgamation 
and regrouping of the Indian Railway was essential for the 
1, Memorandum of Regrouping. Government of India, Railway Board, 
p. 3. 
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adequate management of the railway system in the country. 
Attempts of Regrouping before Independence; 
The growth of the railway network did not take place 
in accordance with any conscious design or settled pattern. 
On the other hand, development took place in accordance with 
the political, defence and financial objectives of the 
Government of that time, rather than in view of the suitability 
and requirements of the people or the economy. As a result, 
there was wide maladjustment of the Railway system big and 
small, each having its own mode of operation, level of 
efficiency and standard of work. 
In 1920 more or less 175 Railways were divided into 14 
different categories. Most of them were small branch line 
Railways which were the property of either private companies 
or the Central Government while others were operated either 
by the adjoining Government Railways or by the companies that 
operated the Government owned Railways."^  It was realised by 
the Government of that time, that the continuance of such 
large number of Railways was neither conducive to efficiency 
nor to economy. Thereafter the need for regrouping of the 
Railway systems into a smaller number of large and viable 
units was felt, 
1. Memorandum of Regrouping, Government of India, p, 12, 
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The first step in this direction was taken in 1925. 
By that time most of the branch line railways owned by the 
companies had already been acquired by the Government on the 
termination of their respective contracts and merged with the 
main line of the Government Railways. The management of the 
biggest companies, East. India Railway and Great India Peninsula 
Railway, was taken over by the Government. 
Now the Government took up for review the proposal of 
regrouping earlier made by the Acworth Committee in 1920, 
The Committee proposed a scheme of regrouping, dividing the 
whole Indian Railway into three divisions, namely western 
Division, Eastern Division and Southern Division.^ But this 
idea of regrouping was criticised by several authorities. 
This committee had advised setting up these divisions in order 
to develop local elements and local responsibilities of the 
Railway Board, because the Railway did not have knowledge of 
the local conditions where the Railway services were provided. 
The local authority and local people are fully aware and known 
each other. Sub-division and concentration of supervision 
2 should take advantage of this knowledge. 
This issue was further examined by the Inchcape Committee 
1. Memorandum of Regrouping, Government of India, p. 23. 
2. The Report of Acworth Committee, Vol. 1, p. 42. 
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in 1922-23, which recommended that the action for preparation 
of this scheme of regrouping the Railway should be initiated 
forthwith and the existing system should be amalgamated into 
five groups."^  But the Government did not heed this recommen-
dation. 
This proposal was again considered by the Pope Committee 
in 1933, It was in favour of amalgamation because it would 
result in economy in railway working. The committee observed 
that amalgamation can be achieved in five ways either by comb-
ining into one Railway system or by regrouping the existing 
2 
railway into an entirely new group of railways. But this 
Committee did not give any specific schemes of regrouping. 
This issue was again discussed by the Indian Railway 
Enquiry Committee in 1937, also known as Wedgwood Committee, 
The Committee made the following observation: 
"It should be decided that the proper policy is for the 
government in course of time to take over the whole of the 
railway administration, we are of opinion that it would still 
be desirable for them to maintain separate state-managed 
administrations of reasonable dimensions. If the administra-
tions are unduly extensive, headquarters' supervision becomes 
1. The Report of Inchcape Committee. Part II, p, 23, 
2, The Report of Pope Committee, 1933, p, 43. 
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too remote and the machine as a whole becomes unwieldy. The 
esprit de corps of such overgrown concerns is weakened and 
they lose the individuality that comes from direct personal 
initiative at the top. We think there is also much to be said 
for preserving a measure of rivalry between different adminis-
trations, particularly at one centre. This tends to stimulate 
efficiency of service and progressive ideas of management."^ 
The Committee also suggested the following schemes of 
regrouping of the Railway system: 
1. The East Indian Railway To be retained as one unit. 
2. Eastern Bengal & Assam To be combined in one group. 
Railways 
3. The North Western Railway To be retained as one Unit. 
4. The Great Indian Peninsula To be retained as one Unit, 
Railway. 
5. Bombay, Baroda and Central To be retained as one Unit. 
Indian Railway. 
6. The Madras and Southern To be combined into one Unit, 
Marhatta and South Indian 
Railway. 
7. The Bengal-Nagpur Railway To be retained as one Unit. 
In 1944, Kunzru Committee was appointed to deal with 
this matter and to chalk out some concrete programmes to solve 
this issue. By that time state owned Railways were brought 
1. The Report of Wedgwood Committee, 1937, p. 188. 
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under the state management. At that time partition of the 
country resulted in many operational difficulties. On the 
other hand, due to World war II there was an immediate need of 
rehabilitation of railway tracks for rendering the services. 
Kunzru Committee nesitated to recommend any immediate regrouping 
because any amalgamation of railways would result in a temporary 
loss of efficiency. They stated as under: 
(a) Amalgamation is bound to have an adverse effect on 
the prospects of advancement of some sections of 
the officers and staff concerned. 
(b) The system of organisation of the new and enlarged 
system will involve many undesirable changes,"'" 
Thus the committee felt that it would be wrong to give 
any general recommendation now for the regrouping of railways. 
The committee observed that the railway systems must be left 
to work out their own modus operandi and to maintain the degree 
2 
of operational efficiency that the country requires," The 
Federation of Indian Chambers of Commerce and Industry also 
made a similar statement; they too thought that there would be 
serious dislocation in administration and operation of the 
Railway after regrouping, 
1, The Report of Kunzru Committee, 1947, p, 193. 
The Report of Kunzru Committee, 1947, p. 194. 
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The Railway Board was ready to meet these criticisms by 
laying down the principle that the administrative pattern which 
varied from unit to unit should not be disturbed to avoid 
dislocation of traffic and that the disposition of adminis-
trative organisations should be so arranged as to keep staff 
movement to the minimum."'' 
The convention in 1949, further intensified the regroup-
ing issue, with the inauguration of the present financial 
convention regulating the relationship between general and 
rail-way finance, the nationalised railway undertaking entered 
a new phase in its existence. It compelled immediate atten-
tion being paid to large scale administrative reorganisation 
in order to secure efficiency in operation and economy in 
management," 
Regrouping in 1951-1952; 
It was realised by that time, that many of the problems 
which the Railways had been facing could be tackled only by 
consolidating the large number of small units into a small 
number of viable and efficient systems. Such a re-organisation 
was considered necessary to bring about reduction in the 
overheads as a result of the fusion of the higher administrative 
1. Amba Prasad, Indian Railway Asia Publishing House, New Delhi, 
i960, p. 75. 
2. Budget Speech of the Railway 1951. 
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organisation of two or more Railways into one. It would also 
lead to the elimination of duplication of work unnecessary 
correspondence and inter-Railway adjustment of the various 
units and thereby would also lead to a more oxpeditioua 
disposal of business. 
With the formation of large units the number of inter-
changeable points and the extent of co-ordination would also 
be substantially reduced. The pooling of locomotives and 
rolling stock in large jurisdictions of the new Zones would 
lead' to intensive optimum utilisation of the rolling stock 
and equipment. These alongwith other advantages would contri-
bute towards considerable improvement in operational efficiency 
and towards betterment of the economic conditions. 
Under such prevailing circumstances the Government 
prepared a plan in 1950 to regroup the Government owned/ 
managed Railways into six Zonal system, while establishing 
the scheme of regrouping the Railway Board took into consi-
deration the following three principles: 
(a) Each Zone should be such as to enable the headquarters 
to introduce technical improvement; it should have work-
shops, research institutes and institutes for training 
in railway statistics. 
(b) Regrouping should be effected in such a way as to cause 
the least dislocation in the existing arrangements and 
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to cause no deterioration in the operational standards 
or in the efficiency of service, and to keep staff 
movements to the minimum. 
(c) Each zone should, as far as possible, be well demarcated. 
Consequently, regrouping was done in phases so that 
there should be minimum dislocation in working or loss of 
operational efficiency. Government control through the Railway 
Board over different Railway systems had already facilitated 
this zonal regrouping to a large extent by the introduction 
of such measures as unified financial control, pooling ©f 
rolling stock and running of through train services. The 
Railway Board had also been promoting schemes for some years 
for the standardisation of locomotives, rolling stock and 
other equipment. Steps had also been taken to standardise 
the passenger fares and to rationalise the freight rates. 
Finally, in 1951-52 the Railways were regrouped into 
/ 
the following six Zones, starting with the south Zone on 14th 
April 1951 and ending with the Eastern Zone on 14th April, 1952. 
The Central Railway; This railway came into being on 5th 
November 1951 by merging the following Railway systems into 
a unified one. 
1. S.K. Srivastava, Economics of Transport. S. Chand 8. Co., 
New Delhi, 1987, p. 139. 
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(a) The Great Indian Peninsula Railway 
(b) The Nizam's State Railway 
(c) The Dholpur State Railway 
(d) The Scindia State Railway. 
2. Eastern Railway; Eastern Railway came into existence on 
i4th April 1952 by integration of the following Railways: 
(a) The Sealdah, Howarah, Asansol, Danapure, Divisions 
and Dhanbad Transportation Division of the East 
India Railway. 
(b) The Nagpur Railway. 
3. Northern Railway; Northern Railway Zone came into being on 
14th April 1952 by merging the following Railways: 
(a) The East Punjab Railway 
(b) The Jodhpur Railway (Excepting Marwar) 
(c) The Bikaner Railway 
(d) The Lucknow, Moradabad and Allahabad of the Eastern 
Railway. 
(e) The Delhi - Rewari, Fazilka Section. 
4. North Eastern Railway: This Zone was formed on i4th April 
1952 into a single unified system of the Railways: 
(a) The Oudh Tirhut Railway, 
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(b) The Assam Railway (including the Cooch Behar State 
Railway) and the Katakhal - Laia Bazar and Chapar-
mukhsil Ghat Railways, which were being operated by 
the Assam Railway. 
(c) The Fatehgarh District i.e., Kanpur, Anwerganj, 
Achhnera section of the Bombay, Baroda and the 
Central India Railway. 
5. western Railway; This Railway was formed on 5th November, 
1951, by regrouping the following Railways into a single uni-
fied system; 
(a) The Bombay, Baroda, and Central India Railway 
(b) The saurashtra Railway, 
(c) The Rajasthan state Railway 
(d) The Jaipur state Railway 
(e) The South state Railway. 
6. The Southern Railway; This Railway was formed on 14th April, 
1951 by merging the following Railway systems; 
(a) The Madras and Southern Mahratta Railway 
(b) The South India Railway, 
(c) The Mysore state Railway.^ 
1. Memorandum of Regrouping. Government of India, P. 48. 
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Soon after the regrouping of six zones their operation 
was found inadequate and some of the new Zones were found either 
unwieldy or having a heavy workload. Not only the management of 
these Zones had become difficult but their operational efficiency 
also suffered. Therefore, the Railway Board felt compelled to 
look into the matter with a view to splitting them up further. 
In this regard various experts were called and matters were 
studied deeply and as a result three more Zones came into being 
upto the year 1966."'' 
South-Eastern Railway; It was felt that the Eastern Railway was 
so unwieldy and had such a heavy workload that its management as 
a single unit was not feasible. It was eventually decided to 
divide this Railway into two Zones. The former Bengal-Nagpur 
Railway was formed on 1st August 1956, into the present South 
Eastern Zone and the residual portion of the Eastern Railway 
into the present Eastern Zone. 
South Central Railway Zones; The workload of the Central and 
Southern Railways had also become very heavy. Therefore it was 
decided to re-organise these two Railways into three Railways. 
South Central Railway was formed on 2nd October 1966 by taking 
out secunderabad and Sholapur Divisions from the Central Railway 
and merging them into a separate Zone. In August 1967, the Daund-
1. M.O. Wathew, Rail Road Transport in India, Scientific Book 
Agency, Calcutta, 1964, p. 90, 
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Pune section of the central Railway was also transferred to this 
Railway. Subsequently in October 1977, the sholapur Division 
excluding Wadi-Raichur Section, was transferred back to the 
Central Railway. The South Central Railway is thus the youngest 
of the nine Zonal Railways. 
Northeast Frontier Railway; This Railway Zone was divided into 
two separate Zones on ISth January, 1958 partly on administrative 
and partly on strategic considerations. The former Assam Railway 
(including the Cooch Behar State Railway) and the Katakal-
Lalabazar and Champarmukh-silghat Railways, together with the 
Tezpur-Bali Para Light Railways were formed into the present 
Northeast Frontier Railway. The residual portion of the old 
North Eastern Railway was constituted into the present North 
Eastern Railway."^  
Benefits of Regrouping: 
The nature of gain from amalgamation or regrouping of 
railways was judged from the experience of foreign Railways as 
recorded in their reports earlier. In fact the present regrouping 
of the Indian Railway would lead to centralised management of 
the Railway and facilitate the introduction of important measures 
like unified financial control, pooling of rolling stock and 
running of through services. 
i. Report of the Reforms Committee, Railway Board, 1984, pp. 
20-21. 
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This regrouping also provided an opportunity for the 
establishment of the Railway workshop and for the training 
institution to open its branch in every Zone to equip each and 
every railwayman with adequate practical knowledge of Railway 
operations in order to increase efficiency in work. Before 
regrouping each Railway Administration had its own policy, rules 
and regulations and procedure to cerry out the day to day work. 
Lack of uniformity in standards of service, and differences in 
rates and fares between one railway and another was really 
detrimental to the economic development of the country but after 
regrouping conformity in working efficiency and standard was 
achieved to a great extent. 
After regrouping, duplication in the system of adminis-
trative machinery workshops and equipments has been checked, waste 
is minimum and intensive utilisation of railway equipment has 
became possible. 
Prior to regrouping there was no provision of a long term 
development plan for the railway set up. But after regrouping 
Railway Transport was taken as part and parcel of the National 
Five Year Plan. In the plan provision was made for both long-term 
and short-temi development of the railway. Formerly, in some 
Railway Junctions double staff was maintained and sometimes it 
happened that the goods were unloaded. This led to unnecessary 
complications and botheration for the management of that time. 
But this difficulty and inconvenience have been removed upto a 
great extent after the creation of the Zonal system. 
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Prior to regrouping, businessmen had to face a lot of 
difficulties when they wanted to send their goods from one place 
to another place. They had to enter into correspondence with 
special authorities of different Railways which were to trans-
port their goods. This led to delay in completing these formali-
ties which affected the traders and businessmen because delay 
meant depreciation of the market price of their product and 
thus caused them big losses. After regrouping, such difficulties 
were removed and a very simple system of sending goods from one 
place to another place came into vague in day-to-day practice. 
Earlier different railways used to purchase stores 
material from different sources keeping in view the low price 
of the material only, without caring for serviceability and 
durability of that product. This provision was cancelled and in 
this regard a new provision was made after regrouping that the 
entire store of material would be purchased from some centralised 
agency. There were however some differences in matters of salary 
of the different Railwaymen because salary was based on the earning 
of each Railway. This led to great frustration among the Railway 
Workers, All these difficulties and discriminations were removed 
after the introduction of the regrouping system in the Railway, 
Divisionalisation of the Railways; 
The Indian Railways are one of the biggest organisations 
in the country. Their activities are spread over almost all 
the nooks and corners of the country carrying goods and 
8n 0 
passengers. Their functioning involves coordination of a number 
of activities performed by different departments of the Railways, 
for instance, commercial, Mechanical Engineering, Civil Engineer-
ing, Signalling and Telecommunication Engineering and Accounts 
Department. 
In any enterprise whose end-product is the result of 
different functions, the work has to be divided into two catego-
ries, territorial and functional. That is to say, functions or 
activities are entrusted to a set of personnel whose education 
and training equips them for the discharge of this specific 
function. Then the area in which the enterprise operates is 
divided into 'territories' the size of which is determined by 
functional responsibilities within that territory. 
Under such circumstances, the company managed Railways in 
the pre-independance era were being run either on the Departmental 
system which was also known as the District system or the Divi-
sional system. In both District and Divisional systems, each 
Railway was headed by a Chief Executive known as General Manager, 
The General Manager was assisted by technical advisers, one for 
each function, designated as Head of the Department. 
in the Divisional System, the entire Railway was divided 
territorially into a number of Divisions, each Division being 
headed by a Divisional superintendent, now re-designated as 
Divisional Railway Manager, The Divisional Superintendent 
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provided co-ordination among the different functional officers of 
the Division and was responsible for the overall performance of 
the Division. In the Departmental system or the District system, 
there was however,no co-ordinating authority at the territorial 
level and, therefore, territorial officers for different functions 
were directly under their respective Headssof Departments."^ 
In the divisional system there were divisions called 
Transport Divisions under overall control of the Divisional 
Chief for traction and rolling stock maintenance, whereas the 
rest of the functions were managed under the Departmental system. 
This difference was known as 'Divisional Operating' system. 
There was also a Regional system under which several 
Districts were taken for the management of transportation 
(including traction and rolling stock maintenance) under the 
overall supervision of Regional Transport Officers, several such 
Regional Transport Officers reported directly to the Head of the 
2 Department, if a matter was not fully within their jurisdiction. 
Before regrouping, most of the Railway systems were being 
operated under the Departmental or the District system. These 
included the Oudh and Tirhat, the South India, the Madras 
Southern Mahratta, the Bombay, Baroda Central Indian Railway. 
The Bengal-Nagpur Railway was run on the regional system and the 
1, Memorandum of Regrouping, Government of India, P. 102. 
2. Report of the Indian Railway Enquiry Committee. Railway 
Board, 1947, P. 194. 
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Great Indian peninsula Railway on the Divisional operating system 
After regrouping of the Railway into various Zones the 
question arose whether the Divisional or the District or the 
Regional or the Divisional operating system should be adopted 
and this matter was referred to the Railway Enquiry Committee 
under the Chairmanship of Kunzru, The Committee indicated that 
whereas the Departmental or the District system provided for 
intimate control on the territorial functional officers by their 
respective Heads of the Departments, the Divisional system 
ensured better co-ordination among these officers at the Divi-
sional level which is the effective field level. The functional 
control from the top in the Divisional system was however 
indirect and weak. In the Departmental system the local officer 
had full and detailed knowledge of the area under his control 
and was thus able to exercise his authority over the employees 
with greater effectiveness. This system resulted in higher 
discipline and improved efficiency as compared to the Divisional 
system. Thus the Kunzru Committee was not able to give their 
opinion which system could be more beneficial in the present 
situation. 
In 1954 the Efficiency Bureau of the Railway Board 
assigned this task to find out which system would be more 
suitable to these Railway Zones. By going through a detailed 
1. Report of the Indian Railway Enquiry Committee, Railway Board, M ? , P. 1^4. — — 
1 
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study, the study team observed that the Departmental system was 
better in case of small units. This study team favoured the 
Divisional system, keeping in view the size of Zone, and considered 
it most suitable for the present management. After a long discu-
ssion on the technical, operational and other aspects, it was 
decided to extend the Divisional system of administration to all 
the regrouped Zonal Railways, in order to ensure greater opera-
tional efficiency."^  
Finally, the Railway Board favoured the Divisional concept 
of management at lower levels and adopted the Divisional system 
in all the Zones. In 1969, the job of Divisionalising all the 
Railway Zones was completed. At present the total number of 
Divisions of the different Zonal Railways is fifty four. Three 
more Divisions viz., Bhopal, Ambala and Malda have also been 
sanctioned and these are presently in the process of being 
2 set up; with these, the number will become fifty seven. 
Functions of Railway Zones and Divisions; 
Indian Railways are the second largest rail network in the 
world comprising 61,836 route kilometres. These operations are 
3 
spread over almost the entire length and breadth of the country. 
Since it is not possible to manage such a vast network as a single 
unit, the Railways have been divided into Zones and Divisions 
1. J.K. Jain, Transport Economics, Chaitanya Publishing House, 
Allahabad, l97'3, P. 224. 
2. Report of the Railway Reforms Committee 1984, P. 25. 
3. Indian Railway. Year Book, Railway Board, 1985-86, P. 1. 
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whose present number is nine and fifty seven respectively includ-
ing three Divisions which are finally approved and at present 
in the process of preparation. 
The Railway Zones are headed by a General Manager. Func-
tions of administrative machinery at the headquarters of a Zonal 
Railway include, inter-alia provision of technical and adminis-
trative support to the Divisions and its control, inter-Divisional 
co-ordination, co-ordination with the adjoining Zonal Railways 
and maintenance of liaison with State Governments, trade and 
industry and other bodies. Besides, each zone has also to 
prepare policies and plans and implement them through the agency 
of Divisions to enable the Railway to cope with the increasing 
burden of traffic. 
A division of a Zone is headed by a Divisional Railway 
Manager (DP^ M) and is the effective field unit for conducting 
railway operations. It is, therefore, directly responsible for 
day-to-day functioning of passenger and freight trains, mainte-
nance of rolling stock, track and other equipment. Several such 
Divisions constitute a Railway Zone, 
In respect of the nature of their functions. Zones and 
Divisions are quite different from each other and the Railway 
Board has a separate methodology for assessing their workload. 
These methodologies, however, stem from the framework of Zones 
or Divisions and as the sum total of the various activities for 
which they are liable. 
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In 1954 the first study of the workload of railway Zones 
in quantitative terms was conducted by the efficiency Bureau of 
the Railway Board. This study introduced the concept of composite 
'workload index'. This term represents the sum total or all 
activities being performed by a Zonal Railway. For calculating 
the composite workload index of a Zone, this study takes into 
consideration the workload of only three departments, viz., 
Traffic, Mechanical and Civil Engineering because most of the 
activities are being performed by these three departments and 
this c.an not be measured in any absolute manner. In the compo-
sition of workload index, only those activities are taken into 
account which can be measured on the basis of statistical data,"^  
The study team of the Railway Efficiency Bureau set up 
to assess the workload in July 1954 included the following items 
of different Departments as workload index of a railway Zone: 
1. Mechanical Engineering Department; 
(i) Number of locos repaired and expenditure incurred thereon, 
(ii) Number of carriages repaired and expenditure incurred 
thereon, 
(iii) Number of wagons repaired and expenditure incurred thereon, 
(iv) Number of workshop artisan staff. 
(v) Engine Kilometers 
(vi) Vehicle kilometers 
(vii) wagon kilometers. 
1. Report of Reforms Commission, Railway Board, 1984, P. 41, 
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2. Traffic Department; 
(i) Number of loaded wagons handled (including loaded wagons 
received from adjoining Railways), 
(ii) Goods train kilometres, 
(iii) Passenger train kilometres 
(iv) Vehicle kilometres 
(v) Passenger kilometres 
(vi) Number of claims settled 
(vii) Net amount paid as compensation. 
3. Civil Engineering Department; 
(i) Equated track kilometres, 
(ii) Plinth area of buildings, 
(iii) Expenditure incurred on repairs and maintenance of track 
and building. 
(iv) Expenditure incurred on construction works. 
The composite workload index of each Zonal Railway was 
obtained by adding together these relative values and dividing 
the sum of the number of parametres considered. The composite 
workload so far calculated was not an absolute index but only a 
relative measure of the workload of a Zonal Railway. After a 
detailed examination of the workload, this study concluded that 
the optimum workload of a Railway Zone should not exceed 125 and 
of a Division, 100. This type of study is conducted from time to 
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time to revalue the Zonal workload by c^iculating the composite 
work-load. 
In 19 61 the Railway Board carried out another study of 
workload on Railway Zones by the efficiency Bureau. This study 
did not recommend any change in the method of computing workload 
but merely updated the values of the composite workload indices 
of each Zonal Railway on the basis of the 1959-60 data. The 
composite workload index of each Zonal Railway thus continued to 
be calculated on the old pattern. 
Again in 1974 another study was carried out by the study 
team of the Efficiency Bureau for assessing the workload of the 
Zonal Railways. Under this study the workload was computed on the 
basis of the workload of all the Departments intead of only 
three viz, Traffic, Mechanical and Civil Engineering which was 
the case earlier. Due consideration was given to all the work-
load parameters of each department which have a dominant role in 
determining the staff strength of the department. 
This was done on the assumption that the staff strength 
of a department is itself a measure of the workload of that 
department. These parameters and their weightages were deter-
mined for each department on the basis of 'regression models' 
developed by computer studies. 
After some time it was observed that the composite workload 
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index for a Zone worked out to almost the same value irrespective 
of whether the workload of all the departments or only the three 
major departments viz., Traffic, Mechanical Engineering and Civil 
Engineering were taken into consideration. 
Thereafter, the Railway Board has been following this 
methodology for measuring the workload for all the Zonal Railways. 
This method is more useful for assessing the growth of the work-
load of individual Divisions and Zones at different points of time, 
Divisions Workload; 
Divisions are an effective part of the Railway Zone which 
conducts the day-to-day operations of the Railways. As the Kunzru 
Committee has observed: 
The All-Divisional Organisation is the implementing agency 
of the policy of the Railway Administrations and the Railway 
Soard. coming in close and day-to-day contact with the staff, 
it is the oest instrument for raising their morale by personal 
contact, since the efficiency of the Railway system rests on 
the contentment of the Railway staff and their contentment depends 
on the knowledge of their personnel problems which are tackled at 
the Divisional level, the Divisional organisation is in the best 
position to create and sustain high morale amongst the railway 
staff. These are the vital pre-requisites for strengthening the 
elements of safety and efficiency of the Railways. 
1. Paragraph 67 of the part 1 of the Kunzru Railway Accident 
Enquiry Committee, 1962. 
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In 1962, the Kunzru Committee observed that the workload 
of some of the Divisions had become too heavy. The efficiency 
Bureau had been assigned a task by the Railway Board, to evolve 
methodology for assessing the workload of a railway Division, 
The process of computing the Divisional workload index 
adopted in this study was similar to the one used in 1954 and 
1961 by Efficiency Bureau studies for determining Zonal workload, 
i.e. workload parameters of only three departments, viz, traffic, 
Mechanical Engineering and Civil Engineering were taken into 
account. Aiongwith this, staff strength was also taken into 
consideration for computing the Divisional workload index. The 
reason for doing so was that the Divisional apparatus is directly 
responsible for staff matters such as their deirelopment, indus-
trial relations, payment of dues, grant of privileges like leave, 
passes, etc. 
The study team fixed the composite workload index as 100 
for each of the Divisions. The study team also recommended 
re-organisation of some of the divisions so that the workload 
may be balanced. The Railway Board undertook re-organisation of 
the Division and as a result some new Divisions came into being. 
Recently three more Divisions have been sanctioned to be located 
in Ambala, Malda, and Bhopal. They are in the process of being 
set up. 
9S 
Factors Responsible for Increasing Workload; 
First of all it has to consider which factor is respon-
sible for increasing the workload of the Railway, After making 
a detailed analysis of different aspects, it came to know that 
there are several factors which are directly responsible. One 
of the most important factor is the development of mines in 
respect of every kind of ore, coal, limestone, iron and steel 
new refineries have been set up. Besides this, new industrial 
complexes have come up in different parts of the country. For 
example, the Railways have been utilised for the movement of coal 
from the mines of Bengal and Bihar areas to those areas where 
they are needed, and specially in those Railway Zones and Divi-
sions where Electric track is not available, 
A new movement of foodgrains has also started as a means 
of development programmes in the area where drought occurs and 
crops are not possible. Sometimes, they carry food to the flooded 
areas of the country. During war they used to carry war weapons 
and military from one part to the other part of the country. 
Again, with the development of limestone mining and cement 
production all over Rajasthan and Gujrat, Railways have to haul 
limestone and cement from one part to the other part of the 
country. Ail these developments have changed the pattern of 
movement and growth of traffic, phenomenal increase in agriculture 
and mining development of the country have resulted in heavy 
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workload, and this has obviously affected the management network 
of the Railway. 
There are some other factors which have increased the 
workload of the Railway Managers in the present atmosphere. A 
large number of representations from M.P.'s and M.L.A.'s and 
other public representatives are received by the Railway Board 
as well as the General Managers and Divisional Managers. While 
many of these representations refer to cases of individual 
employees concerning their transfers, promotions, seniority and 
other similar matters, some of them are for provision of facili-
ties like plateforiDS, route over-bridges, level crossing, 
stoppages of trains and construction of new lines. Each of 
these representations has to be examined and ansered. This 
involves extra workload for the management. 
Law and order situation is another factor which is respon-
sible for increase in workload. Certain parts of the country 
have become notorious for their poor law and order situation; 
anti-social activities such as ticketless travelling, alarm chain 
pulling, hosepipe disconnection etc., have become common in these 
areas. To maintain smooth flow of Railway traffic in such areas, 
the management has to put in extra efforts to manage them 
properly. 
industrial relations are also one of the factors which 
109 
affect the Railways management and keep them busy. In certain 
areas of the country, due to political pressure the industrial 
relations environment is not congenial. Railway Managers and 
Divisional authority have to spend a substantial portion of their 
time in attending to the problems related to industrial relations 
and this imposes extra workload on them,"'' 
Thus a much large portion of managerial time is now being 
spent in dealing with problems related to industrial relations, 
law and order situation, etc. 
Expected Increase in Traffic; 
The pressure of passenger traffic is extremely high and 
it is likely to increase in the future specially in five Railway 
Zones which, being located in the heart of the main city and the 
trade centre, have to handle almost unmanageable workload. What 
is more, even at the present level these are the Railways which 
in the main are seeing a faster growth in computer traffic, in 
the Calcutta region on the Eastern and Western Railways. South 
Eastern Railways, in Delhi area on the central. The proportion 
of the cities on the 'Move', where the growth of population is -
also increasing covers such growth centres as Ahmedabad, Kanpur, • 
Pune, Lucknow and Jaipur. Besides, most of the towns where the 
growth of population has been very excessive-almost unwieldy are 
i. Report of the Reforms Committee, Railway Board, 1984, P. 53, 
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also iocdted in these regions and include centres like Patna, 
Agra, surat, Indore, Varanasi, Jodhpur and Vadodra. There is also 
one more point in this connection that there are more employment 
opportunities in these cities, and people like to migrate from 
rural areas to these towns to get jobs. Therefore, there are 
three causes of increased passenger traffic, one is the increa-
sing trade and industrial centres in these towns, and secondly, 
employment opportunities, and thirdly, population increase. 
As far as freight traffic is concerned, there are two 
distinct aspects of the growth which would need careful consi-
deration. The first aspect concerns the relative share of 
freight traffic being carried by the arterial routes; these 
routes today account for nearly 77.63% of the total freight 
traffic carried by the Railways. According to a study team 
conducted by the Reforms Committee, this route traffic would 
continue to increase in future. 
The second aspect is that a major share of freight 
traffic carried by the Indian Railway is on account of six 
bulk commodities viz., coal, cement, fertilizers, foodgrains, 
iron, steel and iron-ore. 
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TABLE 3.1 
in 1985-86. 
S.No. Commodities Origination % of total freight 
tonnage mil- traffic over the 
lion tonnes previous years 
1. Coal 101.64 39.31 
2, cement 17.96 6.95 
3. Fertilizers 13.62 5.27 
4, Foodgrains 24.11 9.32 
5. Iron and Steel 11.46 4.43 
6. Iron & other ores 31.97 12.36 
Total 200.79 77.64 
Source: Year Book, Indian Railway, Railway Board (1985-86), P.67. 
The workload on the Railway of these bulk commodities is 
expected to increase more in near future. In a memorandum 
submitted by a committee to the Secretary, Department of Coal, 
Government of India estimated on different assumptions that the 
coal production is expected to rise to 400 million tonnes by 
2000 AD, out of which the Railway would have to transport: 250 
million tonnes."^  Thus the coal traffic is expected to grow more 
than the production is at present, by the end of. this century. 
In 1985-86 the Railway carried 17.96 million tonnes of 
2 cement. It has been estimated by the Planning Commission that 
1. Memorandum of Coal Transportation revised from the Secretary 
Department of Coal, Ministry of Energy, Government of India, 
1982, p. 67. 
2. Indian Railway, Year Book, 1985-86, P. 67. 
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the share of rail-bome cement traffic by 1994-95 would be 35 
million tonnes. The National Transport Policy Committee in its 
report of 1980 has also projected this traffic by 2000 AD to be 
40.5 million tonnes. 
The Railway carried 24.11 million tonnes of foodgrains 
in 1985-86. There are a number of major irrigation projects 
currently being implemented which would increase the foodgrains 
production substantially in the coming years. The major share 
of this increase would be contributed by those states which are 
presently importing foodgrains from the surplus states within 
the country. The growth in the rail-borne traffic of this commo-
dity might not increase in proportion to other commodities but 
it is expected to be 27 million tonnes of foodgrains by 1994-95. 
As regards Iron and steel traffic lifted by the Railways, 
in 1985-86 it was 11.46 million tonnes."^  In addition to the 
expansion and modernisation of the existing steel plants, several 
new plants, one each at Vishakapatnam (Andhra Pradesh), Daitaria 
(Orrisa), Vijayanagar (Kamataka), are expected to be set up in 
the coming years. All these development programmes have been 
approved by the planning commission and the Government of India. 
It has been estimated by the Planning Commission that the produc-
tion of these units would further increase by 25.5 million tonnes 
by the end of 1994-95, and all this production would have to be 
hauled by rail. 
1 . Indian Railway Year Book, 1985-86, P. 67. 
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About more than 90 percent of the Iron ore production is 
carried by rail. At present the production of this product has 
gone up by 3i,97 million tonnes. At least 40 to 45 percent of 
this production is consumed by the steel plants as means of input 
in their plants, and the rest of the production of iron-ore is 
exported. In Goa only, the locally produced ore is transported 
by water-ways, and by road transport at other places in the 
country. The railways have to carry all goods from one place to 
another. In this connection projects made by the Planning 
Commission indicated that by 1994-95 iron ore production for 
steel plants would increase by 35 millions tonnes and as far as 
export is concerned this is likely to rise up to 40 to 45 
million tonnes,"^  
Concept of Adhoc Arrangement; 
To get the work done or to resolve the workload and to 
assist the Zonal Railways, the Railway Board appointed officers 
at various levels on a temporary basis which is known as ad-hoc 
arrangement. In this arrangement certain area officers were 
appointed to organise some kind of supervision and attempts were 
made to reduce the area of control of the General Managers and 
9 
Heads of the Departments in an artificial manner,But this 
arrangement did not prove fruitful because the apparatus devised 
Report of Reforms Committee, Railway Board, 1984, P. 102, 
2. Ibid, P. 89. 
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to reduce pressure did not work and it failed to enhance the 
sense of responsibility in personnel. 
Under the present arrangement there is no real chief in 
respect of discipline in the Zonal headquarters. There are a 
number of heads in the same department and ail more or less 
independent in their respective fields, without the arrangement 
of ail of them reporting to one chief for each discipline for 
the final say and direction. Consequently instead of dealing 
with about a dozen chiefs, a General Manager has to deal with a 
dozen of Heads of Departments. All this has disturbed the chain 
of command and reduced- the efficiency and co-ordination of work. 
Such arrangement of adhoc management is neither profit-
able nor manageable. To some extent, this arrangement may be 
successful in case of freight traffic. In view of the increasing 
volumes of pressure of passenger traffic particularly in the 
busy towns and cities, there is urgent need to reorganise the 
Railway Zones in these areas and make the Zonal management control 
more manageable and business-like. 
Other Reasons for Setting up Zones and Divisions; 
The size of a Zone or a Division should not be too large, 
otherwise it would become difficult for a General Manager or 
Divisional Railway Manager and their officers to effectively 
supervise and administer the concerned unit. The nature of the 
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Railways functioning is such that officers from the Divisional 
as also the Zonal headquarters have to carry out frequent inspec-
tions of installation like marshalling yards, locosheds, sick-
lines, electric power houses, goods sheds, workshops etc under 
their charge. These inspections are necessary not only for effi-
cient maintenance of these installations, but also for ensuring 
the very safety of train operations. It is for this reason that 
the Railways have laid down schedules to be followed in respect 
of these inspections. If the size of a Zone or a Division is 
very large, Officers would not be able to undertake these 
inspections effectively. Alongwith this, at the time of acci-
dent, breach etc, or other similar emergencies, officers 
from the headquarters have to reach the site of occurrence as 
quickly as possible which largely depends on the efficiency of 
communications system. Thus the size of a Zone or Division 
should be manageable. 
The other reason is that the Railways are a multidisci-
plinary organisation. Their functioning, therefore, calls for 
a high degree of co-ordination among the different disciplines. 
The most important duty of the Railway Officers is to manage 
their men efficiently. If the size of manpower in a Division or 
Zone is very large, it would be difficult for the officers to 
achieve this objective, oecause they would not be able to super-
vise the personnel under their charge adequately; and on account 
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of this, manpower productivity would suffer. 
In the opinion of many authorities on management and even 
the senior officers of the Railway service, manpower strength 
in a Zone or Division should be pegged at a level where it can 
be managed effectively. 
Need of Additional Zones; 
By going through various reports and indices it has come 
to know that the workload of the following Zones viz., Eastern, 
NortHem, Southern and Western Railways has not only become 
heavy, it can not be managed effectively. In the interest of 
optimisation of efficiency and productivity, regrouping of these 
Railway Zones once again in large numbers of compact and balanced 
units has therefore become necessary. Any further postponment 
of this regrouping would lead to deterioration in Railway 
efficiency and would seriously affect the development of both 
the regional and national economies as a whole. 
In this connection several suggestions have been made by 
people belonging to different walks of life. The Railway Board 
officials and some former Chairmen of the Board have pointed out 
the need of splitting the existing Zones and Divisions with 
heavy workload into small-size and viable units. The public 
opinion too has taken up this matter. Though this is not a question 
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to be decided by voting, it does to some extent represent the 
view point of the users. The public looks upon the process of 
regrouping of Railways as a means of achieving greater functional 
efficiency. To improve the efficiency of the Railway working, 
puDlic opinion has stressed the necessity of further regrouping 
into smaller units. In accordance with the public opinion such 
a re-organisation would lead to closer and more intensive super-
vision of railway work by management, better co-ordination 
between the departments of Railway, improved maintenance of 
assets, better availability of wagons etc. 
In view of these opinions, the Railway Board has appointed 
the Reforms Committee to examine the subject of regrouping and 
to investigate the pulls and pressures of different targets and 
their bearing on the workload of the management and manageability 
of each Zonal Railway as a unit of administration. 
The Reforms Committee, while dealing with a particular 
problem, has to keep in mind a number of considerations such as 
the problem created by the changing pattern of our socio-economic, 
and political growth together with the geographical sprawl and 
the teaming population of the region of a Zonal unit. Besides 
this, the regrouping of units should be done keeping in mind the 
compact size, the environmental factor and the manageability of 
control so that smooth flow of traffic may be ensured. 
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Recently the Reforms Committee has expressed its opinion 
about the organisation of the se five Zones where the workload is 
too heavy. For achieving optimum efficiency and productivity of 
the management the committee recommended that the Railway should 
oe further divided into three new Zones. These three zones are 
required on the basis of even the present workload."^  
This Reforms Committee proposed the idea of regrouping 
these five Zones after taking into consideration all points of 
view and after in-depth discussion with the different authorities. 
This .idea consists of new Zones and their headquarters. First 
of all, a new Zonal Railway with its headquarters at Ajmer, to 
be called North western Railway, should be formed out of the 
existing Northern and Western Railways, It should comprise 
Jodhpur and Bikaner Divisions of the Northern Railway, Jaipur 
and Ajmer Divisions of the western Railway and Metre Gauge 
routes of Ratlam Division of the Western Railway. 
The Reforms Committee also emphasized that even after 
exclusion of Jodhpur and Bikaner Divisions, the workload of 
the residual Northern Railway would still be heavy. At the same 
time the Eastern Railway too is over-strained and needs relief. 
To overcome this situation, one more Railway Zone viz., North-Central 
9 Railway, should be formed out of them. 
1. Report of Reforms Committee, Railway Board, 1934, P. 105, 
2. Ibid, P. 137. 
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This Zone should have its headquarters at Allahabad and 
should comprise Allahabad and Lucknow Divisions of the North 
Eastern Railway, Varanasi Division of the North Eastern Railway 
(with suitable adjustments with Lucknow and Sonepur Divisions) 
and the proposed Singrauii Division, which would be formed mainly 
from the routes taken out of the Eastern Railway. 
The Committee also advised reorganisation of South Eastern 
and Central Railway Zones which have a heavy workload and are in 
need of urgent relief. These two Railways should be regrouped 
into three Zones. 
About the Southern Railway the committee felt that the 
workload at present is not too high; it does not qualify for 
being split into two units. However, keeping in view the vast 
region which this Railway controls and the anticipated increase 
in its workload in the coming years, its division into two Zones 
units should also be considered in due course. 
As regards the recurring expenditure on account of the 
proposed regrouping of Zones the Committee advised that it should 
largely oe found by redistribution out of the existing units. 
In brief, the management of the Indian Railways has a 
chequred history. They have changed in accordance with the 
situation prevalent in the country from time to time. Before 
independence there were 42 railway systems in the country big and 
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small and each one had its own way to manage them. From its 
beginning, the Railways have neither been conducive to efficiency 
nor to economy. They have oeen used only for political and 
administrative purposes. After independence, the Government of 
India took the initiat ive and wanted to develop the Railway as 
a means of most efficient transport system of the country. In 
this connection different committes have been appointed to examine 
this matter in depth and give concrete suggestions to create 
lawful management of the Railways. Lastly, the regrouping 
system was suggested by various committees as the best system in 
the present situation for the Railways. 
In 1951-52, the whole Railway System was divided into six 
Zones for efficient management and control. After a short while 
it was felt that these Zones were not properly regrouped and had 
some imbalance in management. Again from 1955-66, further re-
organisation was made in which three more Zones came into exis-
tence so that the present number of these Zones is nine. 
Railway management prior to regrouping was based on the 
Divisional and Departmental system. In some Railways the 
Regional system was also going on. The Railway Board appointed 
Efficiency Bureaus to examine which method would.be more suitable 
in the Zonal Railway for lower administration. 
After a detailed study of both the methods the Efficiency 
Bureau reached the conclusion that the Divisional system would 
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be most suitable for the present railway Zones. They expressed 
the view that the Divisional system would be more efficient and 
economical for the running of the Railways. Thereafter the 
Divisional system was completed in all nine Zones in 1969. 
Recently three more Divisions have been approved by the Railway 
Board and preparation for their establishment is going on in 
Ambala, Bhopal and Malda. 
As regards the workload of the Zones, the Efficiency Bureau 
stated that due to development in economic activities, the work-
load 'of the present Zones had become extremely heavy specially 
in five Zones which are located in the main business and indus-
trial centres like Central, Eastern, Northern, South Eastern, 
and Western Zonal Railway, There are some development projects 
which are already under execution or planned to be taken up in 
the coming years which will further boost up the production level 
of different commodities and as a result this will increase 
further workload of these Zones. 
While offering suggestions, one would like to comment on 
certain things which have to be improved; for instance, the 
present methodology, which is used for determining the workload 
index of a Zone, is not correct in certain respects; it does 
not take into consideration the pressure on management on account 
of poor law and order situation, uncongenial industrial relations 
etc. This methodology should be carefully reviewed. 
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The existing optimum workload index of a Zone as 125 and 
that of a Railway Division as 100 were laid down quite some time 
back by the Efficiency Bureau. This index needs to be reviewed. 
Now since the impact of modernisation on Railway assets and 
equipments has increased their workload capacity, it is advi-
sable that the optimum value of the workload index of a Railway 
Zone should be redetermined and should now be taken as 150 for 
a Zone and 125 for a Division. It is also suggested that certain 
things which have not yet been considered in determining the 
work-load index should also be included, like the geographical 
sprawls of the existing Zones and Divisions, the pattern of their 
traffic flows and the profile of their manpower. They should 
also be taken into account while formulating any scheme of 
their regrouping and re-organisation. 
In the interest of the optimisation of their efficiency 
and productivity, regrouping of these Railway Zones is once again 
important to tackle the increasing workload. Any further delay 
would only prove detrimental to Railway efficiency and would 
affect the development of both regional and national economy as 
a whole. Besides, a number of suggestions have also been made 
to improve other factors which will help to face the increasing 
traffic with increasing efficiency. 
In this regard, suggestions are given as to how to divert 
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the pressure of workload and how to meet the future growth of 
traffic. Various means have been suggested to tackle the 
increasing traffic. One of the prompt measures in this connec-
tion is to make adequate arrangement of funds and to remove the 
arrears of maintenance, renewal and rehabilitation in respect of 
rolling stock, track and bridges, signalling and telecommunication 
and such other assets which can accelerate the speed and improve 
functioning of the Railway. 
This pressure can also be met with the expansion and 
modernisation of rolling stock and other machinery which will 
enable the Zones and Division to carry higher load, introduction 
of four wheeler wagons of high pay load, diesel and electric 
traction on track routes, modernisation of signalling and tele-
communication networks, provision of doubling track, remodelling 
and mechanisation of years, new crossing stations etc. Computer-
isation of freight operation and passenger reservation system 
and renewal of old training programme to bring new training 
programme with latest technology will improve the skills of 
railway workmen and managers. If these suggestions are imple-
mented in a proper manner, the Zones and Divisions are bound to 
meet the increasing demand of future traffic and workload with 
ease. 
Alongwith the computerisation and updating of technology, 
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the Railway should also bring a change in the style of management. 
This is also necessary because modernisation of equipment brings 
additional responsibility on the management. The most important 
responsibility on the part of the Railway Officers is to manage 
their men effectively. If the size of manpower in a Division or 
Zone is very large, it would be quite difficult for the officers 
to supervise the personnel in the right direction and effectively. 
The composition of the Railway manpower should bs radically changed 
in the future; there should be more professional and skilled 
personnel than generalists. 
The Refornis Committee of the Railway has also stressed the 
need of regrouping, keeping in view that the workloads of these 
five Zonal Railways Viz., Eastern, Central, Northern, South 
Eastern and western are not only excessive but also un-manageable. 
These Railway Zones should be regrouped into a large number of 
compact and business-like units. The idea of re-organisation 
of these five Zones as expressed by this Committee is as under: 
A new Railway Zone, to be called North Western Railway, 
should be carved out of the existing Northern and Western 
Railways. The proposed North western Railway should have its 
headquarters at Ajmer and should comprise Jodhpur and Bikaner 
Divisions of the Northern Railway. Jaipur and Ajmer Divisions 
of the Western Railway and Ratlam Division of the western 
Railway. 
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To provide relief to the overstrained Eastern Railway and 
the residual Northern Railway there should be one more Zone to 
be called North Central Railway. They have also given the idea 
of their headquarters in detail. One more Zone should be created 
to give relief to the over-strained Central and South Eastern 
Railways.'^  
The Committee has also suggested ways to reduce the expen-
diture on account of proposed regrouping of Zones to the minimum; 
personnel for the new Zones should largely be found by distribu-
tion "out of the existing units. 
To meet the workload of Zones and increase the efficiency 
of personnel, it is advisable here that the planner should 
introduce special types of wagons for bulk movement of coal, 
cement, foodgrains etc. This would improve wagon utilisation by 
15 to 20 percent. The design of freight bogies should be updated 
to increase the speed potential of freight trains and to reduce 
maintenance costs and problems. Future wagons should also be 
manufactured to reduce their tare weight and to improve pay-
load. 
1. Report of the Reforms Committee, Railways Board, 1984, 
F, 2li, 
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CHAPTER - IV 
PERSONNEL MANAGEMENT IN INDIAN RAILWAYS AFTER REGROUPING 
After regrouping of the Indian railways the concern-
ing authority of the Railways wanted to develop a process which 
could widely contribute to increase the efficiency and 
productivity of the railway organisation as a whole. So 
they chose the personnel department because this department 
dealt with human beings which is one of the most powerful 
elements to enhance the productivity and efficiency of an 
organisation; on the other hand, to manage the Railway 
employees was one of the objective of regrouping. Human 
beings are treated as an essential capital and valuable 
asset of an organisation. The main objective of personnel 
management is to maintain and establish relationship at all 
levels of management by providing satisfactory conditions for 
employment and their requirements. The Government has also 
appreciated this approach and different departments of perso-
nnel management have opened from top to bottom. 
Today Indian Railway is one of the biggest organisation 
which employs more than 17 lakh employees in different capa-
cities. The pay and allowances of regular employees alon« 
account for about sixty per cent of the total working expenses 
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Of Railways. This fact reflects the labour intensive character 
of the Railway Industry. 
From the very beginning labour has been an important 
factor of production. Even today technical development can 
not undermine the place of labour in the industrial field. 
The main reason behind it is that labour is the only active 
factor of production which can employ other factors with the 
best possible results otherwise no production is possible. 
The main objective of any organisation is maximum production 
at minimum cost, and it cannot be achieved if the labottr 
force is not motivated in the right direction. Therefore to 
get the work done by the employees, it is essential to direct, 
motivate, develop and manage their activities. 
Personnel management has acquired an important place 
in the modern commercial world. The rationale behind recog-
nising the role of the personnel management is that the persons 
f 
who are employed in an organisation are human beings, having 
some aspirations and ambitions in life. Though they are 
utilised as a means to an end in the productive process, they 
are at the same time ultimately sharers of profits as well as 
consumers being a part of the community. Thus an organisation 
cannot be viewed in isolation but as a part and parcel of the 
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social system. These factors have led to a modification of 
employees outlook that an organisation or industry can prosper 
only if the labour force is happy and dedicated to the organi-
sational goal. In order to give better treatment to the 
work-force in business organisation or industry, it is essential 
to develop the personnel department. As rightly said by 
Lawrence, a well known authority of management, personnel 
management is an extension of general managenent which aims 
^t promoting and stimulating every employee to make his 
fullest contribution towards the organisational goal, ^is 
department enables the organisation to secure both efficiency 
and economy consistent with the principles of natural justice 
and equality.'' There is also one school of thought whicn 
believes that the people working in an organisation are a val-
uable source whose talent has to be developed and utilised for 
the achievement of organisational objectives. 
The basic principle upon which personnel management 
rests is that employees should be treated with justice under 
a code offair-play which means having regard for equality and 
without favouritism towards individuals. It implies that the 
needs of the employees must be recognised, particularly their 
desires for job satisfaction, for knowledge of what is going 
1. B.N. Singh, Essential of Management. Kitab Mahal, Allahabad, 
1982, p. 207. 
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on within the organisation and for consultation before changes 
affecting them take place. Such an atmosphere should be created 
that the employees should feel that they belong to the orga-
nisation. 
Origin of Personnel Management of Railways; 
Before independence there was hardly any concept of 
personnel management of the Railways. During that period the 
Government was concerned mainly with the enforcement of law 
and order and the collection of revenue. The beginning of all 
personnel management in the Railway organisation took place 
with the shift from the District to the Divisional system. 
This change happened after regrouping, when the various zones 
were created and these Zones were further divided into various 
divisions to regulate the independent functioning of manage-
ment. Under the District system the District Officer was 
responsible for attending to establishment work relating to 
the employees. 
The existence of the Personnel Department today also 
refers to the expansion of work resulting in an Increase, 
first, in the number of employees and, secondly, in the volume 
of legal enactments such as Factories Act, the Hours of ©nploy-
ment regulation and Payment of Wages Act and the labour Welfare 
service. Thus it became essential to have a separate department 
to deal with these activities. Keeping this in view, a full-
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fledged department was created at various levels Just after 
regrouping which is at present controlled by the Railway 
Board.^ In 1976 a separate cadre of Railway Personnel 
management was formed to relieve executive officers of routine 
personnel work so that they may concentrate on their technical 
duties. 
Organisational Structure of Personnel Department: 
The personnel department of the Indian Railway is one 
of the biggest departments among other personnel departments 
of the Government under-taking. This personnel department is 
functioning at three tiers, viz., the Railway Board, which is 
an apex body, secondly, the Headquarters Officers of Zonal 
Railways, thirdly, the Divisional/Workshop level. The Chief 
controlling authority of this department is Member of Staff 
Railway Board assisted by the Director, Advisor, Joint 
Director, Additional Member of Staff and Assistant Director 
of different establishments of the Railway services. At the 
Zonal Headquarters offices, the Chief Personnel Officer is the 
kingpin and plays the middleman's role from the higher autho-
rity to the lower management and is assisted by subordinates 
designated as additional Deputy and Assistant Personnel 
Officer. They have direct links with and are controlled by 
1. G.S. Khosla, Railway Management in India. Thacker & Co., 
Bombay, 1973, p. 173. 
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the Member of Staff, Railway Board. At the Divisional level 
Superintendent Divisional Personnel Officer is all-in-all. 
He is also assisted by a Divisional and Assistant Personnel 
Officer. The Chief Personnel Officer is in the rank of a 
General Manager but in some cases he assists the General 
Manager. He fxanctions as the head of the Department and deals 
with all personnel matters including recruitment, selection, 
training, promotion, employee-discipline matters, general 
welfare and labour relations. If a matter does not fall 
within his jurisdiction, he refers it directly to the Railway 
Board. Sometimes, he may take some advice from the Board when 
•1 a decision is to be taken. 
The main role of the personnel department is to advise, 
guide, and serve in matters connected with personnel Management, 
e.g., techniques of forecasting and budgeting for manpower 
needs, methods of improving the use of manpower and reducing 
labour turnover, procedure for preparing Job specifications. 
It is also the responsibility of Personnel Department to 
decide the training procedures for identifying and meeting 
needs and the training techniques used in courses. It also 
plays an important role in managanent development procedures 
for identifying managerial potential and for career planning 
and programme appraisal procedures for assessing levels of 
1. G.S. Khosla, Railway Management in India. Thacker & Co., 
Bombay, 1973, P. 175. 
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performance and potential. This department also deals with 
employee-pay-system for fixing and adjusting rates of pay, job 
evaluation and salary administration procedures. The personnel 
department also provides for sufficient social and financial 
security to staff of railways after retirement i»e* pension, 
provident fund, gratuity, family pension and increase in the 
emoluments with increase in dearness* It also provides guide-
lines to the railway managers which will ensure maximum 
advantage. 
Classification of Railway Personnel Service: 
The Railway Personnel are classified into four units. 
Class I and Class II refer to the gazetted cadre, whereas 
Class III and Class IV comprise the non-gazetted staff 
whether temporary or permanent."'' The Railway Board deals with 
the gazetted officers and those working in the Railway Board 
office, and the rest of the staff are dealt with by the respec-
tive Zonal Railway authority and other subordinate agencies 
under the supervision of the Railway Board. 
Under the Ministry of Railways, the Railway services 
are classified into two broad categories, first one is the 
Railway services and second, Railway Board services. The 
1. Indian Railway Establishment Code, Volume I, Revised edition, 
1971, Ministry of Railway, Railway Board, New Delhi, 
p. 106. 
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Railway services consist of the class I Railway Engineering 
Traffic, Accounts, Medical and Stores services and various 
categories of Class II and III services. The Railway Board 
Services are comprised of the Railway Board Secretariate 
Service Class II, the Railway Board clerical service class III 
and the Railway Board Stenographer service. The personnel 
of the Railway Board are taken from both the services. The 
personnel of the Railway Board services are non-transferable 
and will remain in the Railway Board offices. But in the 
case of Railway Board services, personnel are taken on tenure 
basis and are transferred back to Zonal Administration and 
other subordinate offices. 
\ 
The main dealing authority of the Railway services is 
the Member of Staff, Railway Board and Additional Members 
Staff Establishment Director and Secretary of the Railway 
Board, The concerning authority in case of Railway Board 
services is only the Secretary of the Railway Board. The 
Secretary, Railway Board has to play many roles with the 
gazetted staff like promotion of officers to the administra-
tive grade, consideration of representations from Officers 
regarding seniority, promotion, disciplinary cases against 
officers, etc. While the Members of staff. Establishment 
1, Report of yilrd Central Pay Coi^isslon. 1973, Volume II, 
Ministry of Finance, Government of India, p. 24. 
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Director, Additional Member of Staff are concerned with the 
Personnel policy matters and its implementation for both the 
gazetted and non-gazetted staff. From the Railway services 
point of view, various agencies, like parliament, the appoint-
ment committee of the cabinet, the Department of Personnel, 
the Ministry of Home Affairs, the Ministry of Finance and the 
Union Public Service Commission, are also associated with the 
work of making appointments and promotions etc. 
The Department of Personnel in the Ministry of Home 
affairs provides rules with regard to all India services, except 
Railways. The work of the Railways from the very beginning, 
is highly specialised, its nature is somewhat different as 
compared to other organisations, so Railways are exempted 
from this provision. The personnel department of the Railway 
has full rights to accept or to reject rules and regulations 
regarding the Railway services presented by the Ministry of 
Home Affairs. The Railway Board itself is the rule-making 
authority for all services in the Railway organisation as a 
whole. 
Recruitment modes of Railways: 
Recruitment is an important function of personnel 
management. Recruitment simply means discovering applicants 
1. Indian Railway Establishment Code, Vol. 1, 1971, Ministry 
of Railways, Railway Board, Sections 157 & 158, p. 26. 
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for the present or future Jobs in an enterprise. Recruitment 
may also be termed as an activity that brings the job-seeker 
and the ;job-giver face to face with one another to achieve 
certain goals. The following are the principal modes of 
recruitment in the Indian Railways viz., Group A, Group B, 
Group C and Group D, 
(i) The Union Public Service Commission for posts in 
Group A and to C very limited extent in Group B 
for posts of section officers in the Railway Board-
(ii) Vacancies in Group B are filled by promotions from 
within the ranks by positive act of selection. 
(iii) The Railway Service Commission situated in various 
states for Group C posts. 
(iv) Appointment on compassionate grounds. 
(v) Appointment of physically handicapped persons 
through employment exchange. 
(vi) Appointment against sports quota. 
(vii) Appointment of persons possessing cultural and 
artistic talents, 
(viii) Appointment of apprentices like mechanics and 
electricians etc. 
109 
(ix) By Direct appointment in Group D category by holding 
selection departmentally specially in production 
units and workshops, 
(x) By screening casual labour and substitutes and their 
-1 absorption against Group D vacancies* 
Recruitment of Group *A* through U,P,S.C«: 
The recruitment of Group »A* services is being done by 
U.P.S.C. on all India basis. Lists of the requirement for all 
services in Group A are placed by the Railway Board. In case 
of Transportation and Mechanical Engineering Departments 
recruitment is done by appointment of candidates as special 
class Apprentices. In Group 'A* forty per cent to fifty 
per cent posts are filled by promotion of Group 'B* officers 
who have put in minimum 3 years service in Class II on the 
recommendation of the U.P.S.C. There is no direct recruitm^t 
in Group B vacancies. In Group 'B' posts are filled by 
promotions of Group C staff on the recommendation of the 
Departmental Section Board. 
Recruitment through the Railway Service Commission Group *C*i 
Direct recruitment of Railway staff in Group *C' is 
made by the Railway Service Commissions which are located in 
1. S.L. Sharma, Railway Establishment and Personnel Management. 
Geeta Printers, Kota, 198U, p. 10. 
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different states like, Bombay, Madras, Calcutta, Muzaffarpur, 
Denapur, Allahabad, Gauhati, Secunderabad and Bangalore. 
The requirement of staff of Group »C* is assessed by 
the Zones and Divisions in the following manner: 
a) The number of existing vacancies category-wise. 
b) The number of anticipated vacancies during the next 
four or five years, year-wise due to retirement, 
transfer, etc. 
c) Anticipated requirement during 4 to 5 years due to 
expansion of the organisation, for instance, expansion 
of Railway Electrification organisation. 
d) The total need so arrived at is Increased by 33 per cent 
to cater to unforeseen vacancies on account of the 
candidates failing in medical examination, not 
turning up for appointment or leaving the Job during 
•1 training period, etc. 
The respective Railway Zones concerning authority also 
assesses the need in view of the quota of schedule castes, 
scheduled tribes and ex-servicemen. The reservation at 
present for scheduled castes is at 15 per cent and schedule 
tribes iHl per cent and for ex-servicement at 10 per cent. 
1. S.L. Sharma, Recruitment on Indian Railway. Journals of 
Indian Railway, New Delhi, 1982, p. 16, 
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The head-quarters office consolidates the requirements of all 
the units and submits the same to the Railway Service Commission. 
In the case of the quota of SC/ST, it can not be filled up 
through Selection by Railway Service Commission, Only the 
General Manager has the right to appoint SC/ST candidates to 
different positions. 
Appointment on Compassionate Grounds: 
Recruitment on compassionate grounds can be made both 
in Group *C' and Group *D* by the General Manager and the 
Divisional Railway Manager. Priority for appointment on 
compassionate basis is as follows: 
a) Dependents of Railway employees who die or are 
permanently crippled in the course of duty. 
b) Dependents of Railway employees who die in harness 
while in service before retirement. 
c) Dependents of Railway employees who die in service 
due to natural causes/prolonged illness or are perma-
nently crippled or are medically unfit for the Job; 
they are not in a position to hold even an alternative 
Job; they would be given the same emoluments. 
Relaxation in upper age limit can be given with the 
permission of the General Manager. However no relaxation in 
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educational qualifications can be given without the Board's 
approval. In case of dependent sons and daughters appointments 
A can be given when he or she becomes 18 years of age, 
Appointment against Sports Quota; 
Appointments are made against the prescribed sports 
quota by each Zone and production unit during a calender year. 
The Divisional Railway Manager is given the power to make 
recruitment in Group *D*. In this case recruitment in Group 
*C''is made by headquarters office. 
The appointment against the sports quota has to be made 
only of candidates who are outstanding players and who have 
taken part in the international or State level events. They 
should have played in Inter-club, Inter-District, Inter-School 
Inter-College or in All-India National Championships. 
Appointments to Physically Handicapped Persons: 
Physically handicapped persons who are sponsored by the 
Special Employment Exchange can be given employment in Group 
'C* or Group 'D' to the extent of fifteen per cent of posts in 
the nominated categories. The categories are notified by the 
Railway Board and the power of appointment is given to the 
2 General Manager of each Zones. 
1. Railway Board, Letter No. E(NG) 111-12 Rec/160 of 6.2.74 
and 22.6.78. -
2. Para 115 of IR EM and RB letter No. E(NG) 11-80 RCI/67, 
of d 8.80. 
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Mechanic Apprentices: 
Direct recruitment is made In the supervlsoiyGroup 'C* 
categories, I.e., recruitment of Apprentices like Mechanic 
Apprentices, Electric Apprentices, Traffic*Apprentices, 
Engineering Apprentices. The Railway Board has allotted 50 
per cent of the quota for these recruitments through Railway 
Service Commission, and for those possessing a Diploma, 25 
per cent posts are reserved for Intermediate Apprentices, who 
are selected from rankers who have undergone training for two 
years; 25 per cent posts of chargemen are filled by promotion 
of rankers by duly constituted Selection Boards, 
Direct Recruitrngit in Class *D*: 
There is a direct recruitment procedure for group 'D* 
it is confined to Workshop and Produ,ction lAiits only. In this 
case vacancies are first assessed taking into account the 
number of existing and anticipated vacancies. The assessment 
is approved by the concerned authority. Thai a selection 
Board is nominated, consisting of one Executive Officer of the 
concerned Department, one personnel officer, and one officer 
from the reserved community. A notification in Hindi, English 
and the regional language Is issued to the local employment 
exchange and railway officers giving all the required informa-
tion such as age, number of vacancies, the scale and pay of the 
post, the number reserved for scheduled castes and schedule 
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tribes and ex-servicemen, educational standard needed and the 
last date for submitting applications. 
Recruitment in Group *D* (Class IV) by Absolution of 
Substitute and Casual Labour; 
Before an analysis of the procedure for screening of 
substitutes and casual labours for absorption in Group *D* it 
is important to know what is substitute and casual labour. 
Actually substitutes are the persons engaged in Indian Railway 
Establishments on regular scales of pay and allowances 
applicable to posts against which they are employed. These 
posts may fall vacant on accoiont of a railway servant being 
on leave or due to non-availability of permanent or temporary 
railway servants and generally these posts are such as can 
not be kept vacant. 
Alternatives can be for both classes Group *C' and 
Group 'D*. In Group 'C* substitute teachers and in Group *D* 
Casual labour are engaged in the following manners 
a) Against regular vacancies of lanskilled and other 
categories of Class IV (Group D) staff requiring 
replaconent when relief arrangements can not be 
made within the existing leave reserve. 
b) Against a chain vacancy in the lower category of 
class IV staff where it is not possible to fill the 
post from within the existing reserve. 
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c) Against posts in categories for which no leave 
reserve has been provided. 
In case of substitutes, the Railv/ay employees are given 
temporary status but all the rights and privileges may be 
admissible to then on completion of 120 days continuous service. 
Substitute school teachers may however be given temporary 
2 status after they have put in three months of continuous service. 
The General Manager and personnel officer have certain 
powfers regarding the recruitment in special circumstances to 
relax the rules of recruitment; when such a condition arises 
or happens, the reasons to relax or modify rules for Group 'C* 
and *D* staff in individual cases are to be recorded in writing. 
They may issue order for deviation from these rules in respect 
of certain categories, provided such relaxation is purely on 
a temporary basis. But they can not order direct recruitment 
to any Group 'C posts which are required to be made by the 
Railway Service Commission unless authorised by the Railway 
Board.^ 
Training; 
Training enables an individual to do a Job in a correct, 
effective and efficient manner. Therefore, it is also regarded 
1 . S.L. Sharma, Railway Establishm^t and Personnel Management. 
Gita Printers, Kota, 1984, p. 16. 
2. Para 2315 of Indian Railwav Employee Mannual. 
3. Ibid, Para, 113. 
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as the corner-stone of sound personnel Management, Employees 
must be systematically and scientifically trained to handle 
the Job, 
Keeping this view into consideration, personnel Manage-
ment of Indian Railways has established different training 
programmes at different levels from the top managanent to the 
lower level under overall supervision of the Railway Board. 
After the attainment of independence, the training and 
development of personnel have been carried out effectively 
within the country. The beginning of a systematic approach 
to training of railway officers was made by setting up a 
training school at Chandausi which was later on shifted to 
Dehradun. But this training school had to remain closed due to 
financial stringency and economic depression prevailing during 
World War II. After the partition of the country, efforts 
were made again to re-establish the training centres for the 
Railway Personnel and in 1952, the Railway Staff College was 
set up to meet the demand of the Railway .Training Programmes,'' 
At present the Indian Railways have four-tier system 
training programmes to cope with the training and development 
needs of its personnel, the Area Schools, Zonal Training 
Schools and systems Training Schools cater to the training of 
1. O.D. Agnihotri, Training for Railway Management Personnel 
of Indian Railway, New Delhi, 1980, p.135, 
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staff and supervisors. There are four specialised institutions, 
directly under the control of the Railway Board within the 
country, namely, Railway Staff College, Vadodara, Indian 
Institute of Mechanical and Electrical Engineering, Jamalpur, 
Indian Railway Institute of Advance Track Technology, Pune, 
and the Indian Railway Institute of Signal Engineering and 
Telecommunication, Secundrabad, Railway Staff College, 
Vadodara is an apex of the system of training and development, 
its efforts being directed towards training Group 'A' and 
Group »B' officers right from the stage of initial induction 
to advanced courses for every senior manager. 
The aim of training programme is to update and encou-
rage sharing professional knowledge in an inter-disciplinary 
and academic atanosphere of Railway employees. It employs modem 
tools of management to enable the Railway system to derive 
optimum advantage from its capital and manpower resources. 
The Railway Board has prescribed training courses for 
all groups of employees, temporary as well as permanent. Both 
initial and service training have to be undergone by all the 
officers. In the case of Group 'A' services after the final 
merit list of selected candidates is made available to the 
Railway Board, it immediately allots the candidates to the 
different Railway Administrations, from where they are 
directed to the various institutions and placed for training. 
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At the Zonal level, various Heads of Departments are 
responsible for naming the officers to attend the refresher 
course from the list maintained for each department by the 
Chief Personnel Officer of the Zone concerned. The Chief 
Personnel Officer of the Zone interprets the policies of 
personnel formed by the Railway Board. He suggests to the 
Heads of the Departments the names of the officers who are 
due for refresher training course. A copy of this list is 
sent to the training institutions which keep watching the 
utilisation of the Institute's training capacity by the 
Railway Administration. 
The main aim of these programmes of training is to 
brush up their knowledge and to keep them well-informed of 
the day to day technological changes and development. As 
regard the non-gazetted staff, the Railway Board lays down 
the policies only, but the General Manager of the Zone has 
the responsibility to deal with them. He is also given the 
power to over-rule the establishment of training institutions 
and to modify the prescribed courses in the light of new 
•1 technology. 
Training Activities: 
In the proceeding period, providing professional training 
1. D.O. No. 73/E(GR) 11/18/15 dated 26.7.1973. 
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for newly recruited officers was the main activity of the 
training institutions. During the last few years, management 
has become the main activity of a Railway training institution. 
It runs various general programmes, such as foundation courses, 
induction courses, orientation courses for officers, and 
Management Executive Development Programmes. 
Foundation Course; 
This is a twelve weeks course for all probationary 
officers of Group 'A*, recruited through Union Public Service 
Commission. This training is given as soon as the officers 
Join service, and the probationars get an overall perspective 
of the Railway working with General Management input. 
induction Course: 
The training college conducts eight weeks induction 
course of each cadre separately where the focus is on important 
skills and knowledge relevant to one's work. 
Orientation Course for Officers Promoted from Supervisory Cadres: 
The officers promoted to Group 'B* service have long 
experience and expertise of their own departments. The train-
ing at college provides for an Orientation of their perspective 
towards development of executive abilities and corporate out-
look for tackling day to day problems. The course covers a 
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wide area of Railway management besides exposing them to 
management and behavioural science. 
Medical Officers are specialists in their own field. At 
the college, they aevelop better understanding of hospital 
administration and needs of other departments as impinge on 
their activities when they are working as medical officers. 
2 Management Executive Development Programme: 
Since 1982, the Railway Training College has introduced 
the Executive Management Development Programme of six weeks* 
each for Senior officers of the rank of Heads of Department 
of the Railways in which efforts were directed towards equip-
ping the manager to meet the challenges that would be faced by 
the Indian Railways in the coming years. At present these 
Executive Development Programmes are being run with the 
assistance of the British Government. 
Executive Developmait Programmes of six weeks duration 
are also being conducted for Junior administrative grade 
officers with 6 to 11 years service in Class I which aim at 
t 
improving Managerial Capacity through a process of awareness, 
self improvement, and importing professional skills through 
specific techniques. 
1. Dr. M. Agarwal, Journal of Indian Railway. 1984. p. 9. 
2. Ibid, p. 10. 
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Special Courses and Seminars:'^  
The training college of the Railway also conducts a 
number of theme-based programmes and soninars aimed at impart-
ing particular skills or to update the knowledge of Railway 
Officers of different departments. The seminar is based on 
subjects, like Financial Management, Human Resources, Project 
Management, Transport Economics, Hospital Management, Leadership 
value of Engineering, Quality Control, Purchase Management 
etc. Most of these programmes are of one week period. 
Centralised Schemes of Training: 
Under this scheme the two years training is provided 
to probationary officers of the Indian Railway, Account 
Service, the Indian Railway Traffic service, and the Indian 
Railway personnel service in both places of service and at 
College. This is done to provide better training to the 
probationers. 
Management Development Faculty: 
Keeping in view the needs of the railways for human 
resource development and to cope with the increasing demands 
of traffic on the Railways in the coming decades and with rapid 
socio-economic and technological changes under way in the 
1. Dr. M. Agarwal, Journal of Indian Rallwav. 1984, p. 11. 
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country, a separate management faculty is being set up at the 
college. 
Training Methodology: 
The syllabus course and contents are constantly modified, 
keeping In view the feedback from the participants and based 
on the Interactions with other Institutions in the light of 
faculty experience. These are so tailored as to develop the 
participants' capacity for taking risks for showing flexibillly 
and for responding to rapid changes, A number of Innovations 
in training technology are Introduced by conducting Judicious 
lectures, case study, incorporating roleplay, and skill deve-
lopment experiences. Group and Inter-personnel skills develop-
ment programmes are run as capsules for various levels of 
Executives. 
There is still need to develop the training programmes 
of the Railway to meet the denand of projected growth of traffic 
and rapid socio-economic and technological changes and to shoul-
der higher responsibilities in future. 
Promotion: 
Promotion is also a world level phenomenon and an impor-
tant function of personnel Management, The Railway employees 
1. Dr. M, Agrawal, Journal of Indian Railways. 1984, p. 12, 
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are given promotion when and where necessary to increase the 
morale and to reduce the grievances of employee and to ensure 
overall increase the efficiency of the Railway working. One 
of the most important objectives of promotion is that the 
employee should work adequately with zeal and confidence. In 
Railway, promotion is given to the Railway employees at 
different situations such as promotion against clear vacancies, 
recommendatory, decisive, regulatory etc. 
Promotion Against Clear Vacancies: 
In the Railway organisation when posts fall vacant on 
account of resignation, retirement, removal or death, new 
creations of post, etc. and at the same time new staff are 
not available due to pending selection or suitability of test, 
these vacant vacancies are filled by the regular staff on 
ad-hoc basis, keeping in view seniority cum-suitability. Thus 
this promotion is said to be a promotion against clear vacan-
cies* 
Sometimes it happens that the promotion is made on the 
recommendation of the higher committee appointed by the Govern-
ment, for example, for promotion to the post of general manager 
approval by the Cabinete Committee is required.'' Before the 
list goes to the appointment committee, the Railway Board has 
Section 627 of the Manual of Office Procedure. Diglot edition, -157(3, Railway Board, New Delhi. 
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to prepare a pennel of names based on service or performance 
records. The Chairman of the Board keeps the Minister informed 
about each name given in the panel list and also gives his own 
views to the Cabinet Committee for making final selection. 
Promotion is also made to the senior scale from the 
Junior administrative grade as is done by the Board through 
the selection process. In this case, the officers reports of 
a confidential nature are considered by the Railway Board, and 
Moabers of the Staff constituting a selection committee, and 
in case of adverse reports, the candidates may be by-passed 
and the U.P.S.C. may be consulted before a decision is taken. 
The functional Directors have to play a very important role in 
matters of employment and competency of the officer concenied. 
The final selection is based on the recommendation of the 
Minister.'' 
In the Railway promotion is also given on the Depart-
mental level. The Departmental promotions are made for every 
department of the Government of India from the lower class to 
the higher level, in accordance with the cadre issued by the 
Government of India on June 17, 1946. In this regard, the 
Railway has constituted a Departmental promotion committee for 
the purpose of promotion of class II officers to class I 
service. 
1. Section 627 of the Manual of Office Procedure. 
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Promotion to class I takes place from class II cadre to 
the extent of 1/3 of the vacancies, the selection for which is 
done by the Railway Board based on seniority-cum-merit of 
class II officers through the agency of the Departmental 
promotion committee. 
In the Departmental Promotion Committee, there are three 
members including a representative of the U.P.S.C, who works 
as the Chairman of this committee and of the two other members, 
one ijs the Director Establishment Railway Board and the other 
is the functional Director of the Railway Board, The Chairman 
and the Director of Establishment are common to all the 
Departmental promotion committees. The functional Director 
keeps changing in accordance with the nature of the Department 
within the Railway. This committee has to meet at least once 
a year and consider the seniority list for the officers of 
different departments during a given period. The committee 
studies the confidential reports for the last three years. 
If the departmental Promotion Committee wishes to check all 
the records of an anployee, they have the right to do so. The 
Panel of officers for promotion recommended by the Departmental 
Promotion Committee is forwarded to the U.P.S.C. for its 
consideration and approval. The seal of approval of U.P.S.C. 
is generally given on the promotion list. After that, this 
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panel is put before the Additional Member of Staff who checks 
v^ether right procedures are followed or not. Finally, this 
list is presented to the Railway Board for its approval. The 
Board for this purpose refers it to the Member of a Staff 
and the functional Member, If there are any differences or 
irregularities, this matter would be taken to the full Board 
Meeting. 
The Railway organisation has also some provision for 
time bound promotion from the Junior scale to the senior scale. 
In this case the chief dealing authority is the General Manager 
of the Zone and he is the final authority to award promotion on 
the recommendation of the Heads of the Department where an 
officer is working, but it depends on the availability of 
vacancies. 
Railway employees enjoy the privilege of appeals, in 
case they feel themselves aggrieved on a particular issue of 
promotion; in the case of gazetted officers whose service mat~ 
ters are the direct concern of the Railway Board, an appeal 
can be made directly to the President of India. In the case 
of non-gazetted staff, they can directly appeal to the General 
Manager or Employees Union who may talk to the concerned autho-
rity about that specific issue. Sometimes the employees may 
appeal to the Minister directly and can discuss all the matters 
related to his grievance of promotion or any other matter. 
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Behaviour and Discipline; 
Since the existence of the Railway in India, Railways 
have been part and parcel of the Central Government and it has 
had independent authority to make its rules and regulations to 
deal with the Railway employees. The Railway Board Act 1905 
has given full power to the Railway Administration to make 
rules and regulations in regard to day to day working of their 
•1 employees. 
These rules have bean further amended and divided into 
two parts, first one is the Railway Service Conduct Rules, 1956 
and secondly, Railway Servants Discipline and Appeal Rules 
1968, under Article 309 of the Constitution.^ For several 
reasons, the Railway Rtiles have been separated from the other 
Central Government Departments; one of the reasons is the nature 
of work; the work of Railway organisation is quite different 
from other organisations. A minor negligence of the Railway 
Employee may cause a huge loss of human life as well as its 
capital and assets. 
The Railway Establishment code is divided into two 
parts. The first part of the establishment contains all rules 
related to service conditions and the second part refers to 
1. Section 2(a) of the Indian Railway Board Act. 1905. 
2. S.L. Sharma, Railway Esteblishment and Personnel Management, 
Geeta Printers, Kota, p. 107. 
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the fundamental rules, the supplementary rules and the pension 
rules. Railway Employees are divided into various classes; 
there are also a number of authorities to deal with each set 
of employees. For gazetted officers of the Railway Board, the 
President of India is responsible for determining rules and 
regulations. For non-gazetted officerss of the Railway Board 
the responsible authority is the Secretary Railway Board, and 
non-gazetted officers in offices are under the control of the 
Railway Board and their authority is the Head of the Office 
concerned. And for all non-gazetted officers, the General 
Managers of the Railway Zones are the directing authority. 
In case an employee is found guilty of causing an acci-
dent, collision or destruction of Railway property, the penalty 
of removal frcan service or dismissal will be imposed in the 
following manner; the penalties to be imposed on Railway 
employees are major and minor as under: 
Minor Penalties; 
i) Censure. 
ii) With-holding of promotion for a specifiejd period, 
iii) Recovery from pay of the whole or part of any loss 
caused by him of the Government or Railway Adminis-
tration by negligence or breach of orders, 
iv) With-holding the privilege of passes or privilege 
ticket orders or both. 
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v) Wlth-holding or increments of pay for a specified 
period with further directions as to whether on the 
expiry of such period, this will or will not have 
the effect of posting increments of his pay. 
Ma.jor Penalties: 
i) Reduction to a lower stage in the time scale of pay 
for 9 specified period, with or without effect on the 
futu^.increments of his pay# 
ii) -Reduction to a lower time scale of pay grade post or 
service with or without effect on his seniority and pay 
on his restoration to that grade post, 
ill) Compulsory Retirement, 
iv) Removal from service, 
v) Dismissal from service.^ 
Procedure for Imposing Minor Penalties: 
When a railway authority takes action against the 
employees about misconduct or mis-behaviour, first of all, he 
has to prepare Standard Forms in which charges should be 
specific and should contain all relevant details. The Standard 
Form will be signed by the disciplinary authority himself and 
will be served through the employee's superior and the employee 
1. S.L. Sharma, Railway,Establishment and Personnel Managgnent. 
Geeta Printers, Kota, 1984, p. 102. 
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will be asked to return the acknowledgement Immediately cai 
receipt of the Standard Form. 
The Disciplinary Authority gives him reasonable oppor-
tunity to make such a representation as he may wish to make 
against the charge levelled in the Standard Form. His reply 
to it will be examined by the Disciplinary Authority. In case 
the employee is not found guilty, the charges may be withdrawn 
and the employee will be informed of the decision. 
In case the employee is found guilly of the charges, 
necessary orders would be given to impose penalty and speci-
fying reasons for arriving at a decision. The notice of imposing 
penalty would be signed by the disciplinary authority himself 
and the Railway employee will be asked to acknowledge receipt. 
The notice also indicates the authority to whom appeal can 
be made.^ 
Procedure for Imposing Ma.jor Penalty; 
As regards a major penalty proposed to be imposed, the 
following procedure has to be adopted: 
The first step in this regard is to go through the 
charges which are imposed on the Railway employee and which 
1. G.S. Khosla, Railway Management. Thacker & Co., Ltd., Bombay, 
1972, p. 18A. 
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should be specific, clear and based on facts. The charge-sheet 
should not be given orally. Then the Standard Form has to be 
prepared in the following manner: 
i) Article of Charges; This will contain the substance of 
the imputation of misconduct or misbehaviours. 
ii) A statement of the imputation of mis-conduct or mis-
behavioiar shall contain: 
(a) A statement of relevant facts including any admi-
ssion or confusion made by the Railway employee. 
(b) A list of documents, and a list of witnesses by 
whom the articles of charges are proposed to be 
sustained.^ 
This Standard Form containing the Articles of charge and 
imputation of misconduct will be supplied to the defaulting 
employee through his immediate supervisor, and the employee is 
given opportunity to submit his defence within 10 days and 
further duration can be extended as if disciplinary authority 
may allow. The employee will have to submit a list of evidences 
to be examined along with the written statement of defence. The 
defaulting employee will also give the name of.his defence 
counsel. 
1. S.L. Sharma, Railway Establishment and Personnel Management, 
Geeta Printers, Kota, 1984, p. 
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The disciplinary authority may appoint an enquiry officer 
or a Board of Enquiry in which the senior member among them 
will be the presiding officer. Every decision of the Enquiry 
Board should be passed by a majority of votes. Generally an 
enquiry officer is appointed. The disciplinary authority 
informs the defaulting employee about the appointment of the 
enquiry officer. The railway employee may be asked to complete 
the formalities, if not already done, regarding nomination of a 
defence counsel. The list of documents which he wants to put 
before the Ehquiry committee, if not given in the Standard 
Form, 
After the completion of all these formalities, the 
Enquiry Officer will fix a date for the enquiry not exceeding 
one month from the date of appointment and the defaulting 
employee with his defence counsel will attend the same. The 
charges will be read out by the Enquiry Officer and recorded 
and the oral and documentary evidence on behalf of the Disci-
plinary Authority to prove the charges will be recorded in 
their presence, and the defaulting employee's defence counsel 
as well as the enquiry officer have right to cross examine 
the witnesses. 
After the submission of the finding of the Enquiry 
Committee, the disciplinary authority, if it decides to impose 
the penalty of reduction in rank, removal or dismissal from 
service, it has to issue a show-cause notice, giving a further 
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opportunity to the defaulting employee to submit the explana-
tion, '' 
As regard class II officers, the Railway Board has full 
powers to impose any major or minor penalties and the General 
Manager and the Director of Research Design and Standard 
Organisation also have the power to suspend them. In the case 
of Class II officers of the Railway Board Secretariat Service, 
it is the Chairman of the Railway Board who is the responsible 
authority to deal with them. 
On matters of appeal, the Railway Board may receive a 
copy of appeal directly from the employees and another Original 
appeal copy comes through proper channel with comments of the 
concerning officers along with relevant records. The Railway 
Board as an appellate authority goes through the records and 
comments and if there is any injustice, it tries to look into 
the case again and sometimes as an authority suggests the 
relevant points. If an appeal is not in its jurisdiction, it 
may refer this case to the President of India as the supreme 
2 appeallate authority. 
Staff Relations; 
Indian Railway is one of the biggest employer in the 
1. G.S. Khosla, Railway Management in India. Thacker & Co. Ltd., 
Bombay, 1972, p. 174-185. 
2. Section 1738, Indian Railway Establishment Code. 1971, 
Ministry of Railway Board, New Delhi. 
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country and it is essential to have a cordial atmosphere bet-
ween employer and employee. Any dissatisfaction and disappoint-
ment of the employees about their service and living condition 
would result in strike and labour problem and the whole system 
of the Railway operation will be disturbed. 
Therefore a number of negotiation agencies come forward 
to maintain and regulate the harmonious relationship between 
employees and employer of the Railway Organisation. For 
gazetted officer, on "All India Associa-tion" for negotiation 
with the Railway Board was formed. There are also some other 
functional associations like the Departmental officers Asso-
ciation, categorywise Associations for instance. Temporary 
officers and class II officers Associations. These two asso-
ciations are not registered and cannot influence the Railway 
Board through their representatives. 
Class II officers, specially temporary ones, have a lot 
of difficulties and problems in respect of their service condi-
tions. They do not trust the Federation or Association of 
class I Officers because they do not represent their cause 
adequately. So they have their own Association to represent 
their grievances to the concerning authority. 
Those officers who are directly associated with the 
Federation may get together when they feel necessary. This 
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Federation raises its voice on matters related to the Railway 
officers such as the minimum period of service required for 
eligibility to the administrative cadre, non-payment of special 
allowances to officers who are transferred. The Federation 
represents the matter before the Railway Board. If the matter 
is not solved by the Board, the Federation may take the matter 
directly to the Railway Minister. 
There are also some associations of non-gazetted 
officers which are known as Railway employees Union.^ There are 
two recognised Railway Federations in the Indian Railway viz.. 
All India Railwayman's Federation and the second one is the 
National Federation of Indian Railwaymen. The employees 
Unions, affiliated to these Federations working on various 
Zonal Railways are called by the names of Employees Union and 
Mazdoor Sangh. The name of the Zonal Railway concerned is 
associated with the respective Union and Sangh, for example 
Eastern Employees Union, Eastern Railway Mazdoor Sangh, etc. 
Permanent Negotiating Machinery: 
In order to have a periodical dialogue with the recog-
nised trade Unions of the Railway employees, the Railway Board 
has set up a machinery which is generally known as the Permanent 
1. Para 3612, Indian Railway Establishment Mannual. 
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Negotiating Machinery. The main aim of this machinery is to 
maintain contact with labour, to resolve disputes and difference 
between Railway employees and the management and to maintain 
healthy relations with employees. 
The Permanent Negotiating Machinery functions at three 
tiers, viz.. Zonal Railway level. Railway Board's level and 
as Ad-hock Tribunal; the Zonal level refers to the meetings 
which are held at Divisional Workshop level and Headquarters 
level. The items which are not decided at Divisional/Workshop 
level are discussed at Headquarters. 
The second tier functions at the Railway Board level 
deals with matters which are not settled at the Zonal level 
such as revision of pay and allowances; they are taken up by 
the representatives of the respective Federations with the 
Railway Board. The third tier functions when an agreement is 
not reached between the Federation and the Railway Board. 
Then this case is referred to Ad-hoc Railway Tribunals. Each 
Ad-hoc Tribunal consists of three representatives each of 
A.I.R.F., N.F.I.R. and the Railway Board and presided over by 
a retired High Court Judge, who functions as the Chairman. 
The Tribunal goes through the facts and examines the 
points on which dis-agreement exists. It also investigates the 
matters, before giving a decision. It is for the Government to 
accept, reject or modify the decisions of the Tribunal. 
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Joint Consultative Machinery and Compulsory Arbitration? 
Another machinery is the Joint consultative machinery 
and Compulsory Arbitration which was established in 1966 for 
Central Government Employees covering all departments of the 
Central Government including the Railway. The objective of 
this machinery is to promote harmonious relations and secure 
measures of co-operatioh between the Government and emplcyees. 
In the Railway, this machinery functions at two levels, 
viz., Joint National Council at National level and Joint 
Department council at Departmental level. The national 
council deals with all matters affecting all Central Government 
employees including Railwaymen in general, such as remunera-
tion, deamess allowances and pay of certain common categories, 
while the Departmental Council deals only with matters affecting 
the staff in a particular Ministry, for instance, the Railway. 
The National Council consists of 60 members represen-
ting the staff of which the Railways have 26 seats in propor-
tion to the strength of employees. The National Council is 
headed by the Cabinet Secretary and has upto 25 representatives 
from the official side. The Departmental Councils are consti-
tuted at the Departmental level. The Departmental Council for 
the Railway is headed by a member of the staff. This Council 
has six members representing the Board, while two federations 
•1 nominate fifteen members each. 
1. G.S. Khosla, Railway Management in India. Thacker & Co. Ltd., 
Bombay, 1972, p. 207. 
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One of the most important benefits of the Joint consul-
tative machinery is that it provides for compiilsory arbitration 
whereas in the case of permanent Negotiation Machinery in which 
there is provision for Ad-hoc Tribunals, its decision is not 
binding on the Railway Board. The scope of this council inclu-
des all matters relating to conditions of service and worker's 
welfare and improvement in efficiency and standard of work. 
In short, personnel management of Indian Railway is one 
of the biggest Departments of the Government undertaking. This 
Department is one of the most important components for smooth 
and efficient working of the Railway organisation. After 
re-grouping of Indian Railway, the concerning authority took 
decision with regard to the working force of the railway. The 
authority felt that the employees of the Railway are one of the 
most powerful inputs that can give maximum return in terms of 
efficiency. So they have made attempts to reorganise the 
personnel Department at different levels, from top to bottom, 
to deal with them and to turn their minds towards the Railway's 
goal and thus increase the overall productivity of this big 
organisation. 
The present structure of the personnel management of 
the Railway starts from the Railway Board and ends at the 
Divisional level. In between there are various authorities 
controlling it from top to bottom. At the Railway Board which 
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is an apex body, a Member of Staff of the Railway Board Is the 
chief authority of the personnel department of the Railway 
assisted by a number of sub-ordlnate offices, like Additional 
Member of staff. Director of Establishment, Advisor, Joint 
Director, Assistant Director of Establishment etc.. 
At the Zonal headquarters level the personnel department 
consists of one Chief Personnel Officer and the Additional 
Deputy Assistant Personnel Officer and others to assist him. 
At the Divisional level Superintendent Personnel Officer is the 
main authority and he is assisted by Divisional Personnel and 
Assistant Personnel Officer. There are also some personnel 
officers at the production unit and workshop of the Railways. 
The main objective of the Personnel Department is to 
advise, guide and serve in matters connected with personnel 
manag&aent. It also provides techniques of forecasting and 
budgeting for manpower needs, methods of improving the use of 
manpower and reducing labour turnover. It also performs the 
important function of recruitment and selection of Railway 
employees. This department also deals with the promotion, 
transfer, induction, grievance and disciplinary procedures. 
The Personnel Department of the Railways provides 
training programmes to the Railway employees to cope with 
the training and development needs. It also has a negotiating 
machinery to deal with staff matters. 
109 
There is an Immediate need to bring about some changes 
in the practices of the personnel management of the Railway, 
for instance, the present recruitment practices do not give 
satisfactory results. There are various agencies and commi-
ssions through which recruitment takes place. In actual 
practice these commissions often delay in preparing a panel of 
suitable candidates. Sometimes it happens that the names of 
selected candidates are received by the Railway service 
commission after a gap of four or five years. This causes 
difficulty in absorbing them because during the intervening 
period the staff from the rankers have already been promoted 
on ad-hoc basis who continue to work and the staff and Union 
naturally complain about the candidates selected by the Railway 
Service Commission. In this regard, it is suggested that the 
Railway Service Commission should keep a panel of selected 
candidates readily available for filling vacancies in more 
than one category and the term of panel should be extended 
from two to three years. This may also save the Railway from 
a lot of expenditure in inviting applications and holding 
examinations. 
Secondly, the personnel department of the Railway as a 
responsible authority in matters of policy-making for recruit-
ment should raise the standard of qualifications of group 'C* 
and group *D' and should make it compulsory for every employee 
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of this class to have a technical Diploma or vocational courses 
as the minimum condition for eligibility of service. This in 
turn would save a lot of time in training. 
There is also an urgent need to reconstruct and redesign 
the training programme of the Railways and to update the train-
ing programmes with new technological changes. This is the 
primary responsibility of the personnel department so that the 
working of the Railway operation may turn towards the optimum 
efficiency. A minor beginning has been made in the last few 
years by introducing new training technology through some 
special courses of theme-based seminars and Executive Develop-
ment programmes. But to meet the growing challenges ahead on 
account of traffic growth and rapid socio-economic and techno-
logical changes, it is essential to gear up further training 
programmes of the Railways so that the employees may work more 
efficiently and produce better results. 
Specially at the Zonal level the practice of training 
programmes is not satisfactory, and it also does not fulfil the 
need of training at regular intervals. Training as a part of 
the career development programme for every officer must provide 
a refresher course in every second year. But in actual practice 
the officers are sent for a specialised refresher course when 
they are about to retire. 
Moreover, a grate drawback of training institutions is 
that sometimes it happens that the officers are appointed as 
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teachers or lecturers in the training institutions without any 
attempt at finding out the suitability of such officers for the 
teaching profession. An officer may or may not have the capa-
city to teach. Teaching is an art which requires a lot of 
experience specially in the teaching field. So that there 
should be a positive selection process for the appointment of a 
training school teacher or lecturer. 
The promotion programmes also have some defects. The 
present promotion scheme from the senior scale to the Junior 
administrative grade gives much weightage to the confidential 
report. Sometimes it happens that the officers who prepare 
this report, do not like an employee for personal reasons 
although he is competent, hard working and has the ability to 
face the situation with confidence. But the confidential report 
does not favour him so that this leads to frustration in his 
career and this affects tthe overall morale of the Railway 
organisation. A study team of Administrative Reforms Commi-
ssion has suggested that promotion from the senior scale to 
the Junior administrative grade should be made at the Zonal 
level itself. This study team has also given the opinion that 
the confidential report should not be the only determining 
factor of promotion but the authority should follow a procedure 
where merit would be the key factor of promotion. For this 
purpose the recommendation for promotion may be made by a 
selection committee constituted by the Zonal Railway but a 
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senior officer of the Railway Board should be associated with 
the selection Committee. The Committee also stressed that the 
cadre adjustment may be made by the Railway Board by inter-
Railway transfer of officers at the early senior scale stage. 
Except in a few cases promotion in the Railway is based 
on seniority. Although seniority may be a reasonable criterion, 
it alone should not be relied upon. Merit too has its claims. 
Both seniority and merit should form the basis of a promotion 
policy. 
Here it is suggested that both the criteria should be 
kept in mind while making promotions. When there are two 
employees of equal seniority, merit should be the deciding fac-
tor in a promotion policy. Where there are two employees of 
almost equal competency, seniority should be the decisive fac-
tor. Such a policy would satisfy the management which prefers 
ability or merit and the trade lAiion which prefers seniority; 
it will also give satisfaction to the employees. 
As rightly said by Abraham Lincoln "behaviour and 
discipline" are the life of a Nation. Here his opinion is 
quite relevant to the Railway that the Railway employee should 
be well-disciplined and well-behaved so that the morale of the 
railway organisation may be raised. This would be possible 
obly when the disciplinary cases are dealt with properly. The 
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procedure of disciplinary and appeal cases should be simple and 
less time-consuming and the officers would not waste much of 
their time in going through these processes but they will 
concentrate on the achievement of the organisational goal, 
which will automatically improve efficiency. 
CHAPTER - V 
SUPERVISim PATTERNOF INDIAN RAILWAYS AFTER REGROUPING 
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CHAPTER - V 
SUPERVISION PATTERN CF INDIAN RAILWAYS AFTER REGROUPING 
An adequate supervision of the Railway system was one 
of the objectives of Regrouping of Indian Railways. Prior 
to regrouping there was some provision of supervision as a 
means of tours and inspection but this supervision system 
differed from railway to railway and was based on the bargain-
ing of the construction company, and was not conducive to 
the proper functioning of the Railways. After regrouping a 
uniform policy of supervision was adopted in each and every 
Zone and production unit, as a tool of improving the overall 
functioning of the Railway working, from top to lower levels. 
Different methods of supervision were brought in practice; 
still efforts are going on to introduce new and latest sys-
tems of supervision in railway working. This chapter is 
devoted to making a review of different supervision methods, 
which have been in practice and to offer further suggestions 
to develop the supervision process, so that the better perfor-
mance and efficiency of railway can be achieved. 
First of all, we would like to define supervision. 
Supervision is an important part of direction and function of 
management. The word 'supervision' is compoxmded of two words 
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•Super' and 'Vision', 'Super' meaning from 'above and vision 
to'see'. Thus supervision implies overseeing the work of a 
subordinate by his superior. Overseeing is to be done at all 
levels of management. It implies direct contact between the 
superior and those whom he supervises. The objective of super-
vision is to ensure that the sub-ordinate works with zeal and 
confidence in accordance with a predetermined course of action. 
Supervision exists to improve teaching and learning activities. 
How well this purpose is realised depends upon the skills and 
•1 
efficiency of the supervisor in working. Thus supervision is 
a tool of implementing a pre-determined course of action. It 
is also treated as the technique adopted to help in the fulfil-
ment of programmes and management plans laid down. 
Supervision involves, three important factors; first, 
it is done by an organisational hierarchy without which super-
visory channels would be treated as arbitrary; secondly, such 
hierarchical level should be well defined and fixed to ensure 
the proper flow of instructions and commands. Lastly, the 
language of communication should be very simple and easy so 
that the lower level can understand without fear or doubt and 
the higher authorities can easily mobilise the employees. 
Importance of Supervision: 
At all stages of management, supervision is absolutely 
1. Horold, P. Adams, Basic Principles of Supervision, Eurasia 
Publishing House, New Delhi, 1966, p. 3. 
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essential to translate the management plans and programmes Into 
action. Thus supervision can be compared to a key that starts 
a petrol engine, without which the machine can not move. In 
the same manner, without supervision sub-ordinates can not move 
and the goals of the organisation will remain unachieved. The 
need of supervision arises from the fact that all men are not 
Industrious enough, intelligent enough or conscientious to do 
their prescribed duties. It is the prime duty of the super-
visor to put them all to work hard towards the organisational 
objectives. 
The importance of supervision differs from enterprise to 
enterprise and rests upon a number of factors; like financial 
conditions, location, its market demand and its personnel, etc. 
In a big enterprise or industrial unit which is highly 
specialised, there is much scope for supervision due to the 
specialisation or sophistication of equipment; there must be 
a well known specialist to supervise the handling of these 
equipment. In a vast organisation like the Indian Railway, 
which has a number of units under its control enjoying consi-
derable amount of freedom in all matters of administration, 
supervision is needed to maintain uniformity to keep a watch 
over the progress for the achievement of desired results and 
to ensure co-operation between administration and the lower 
staff. An effective supervision system can also keep the 
machine alive and moving. 
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A supervisor is required to be in continuous touch with 
the workers under him. He has a consultative role in-as-much 
as the workers turn to their supervisor for advice and guidance. 
A supervisor's role thus is that of a leader. In an organisa-
tion, the style of instruction has to be improved, the supervi-
sor must exercise the quality of leadership for developing a 
sound training programme. He must dii ect and coordinate the 
efforts of individuals towards the achievement of a goal 
commonly determined.'' 
There are different supervision methods and they are 
used in accordance with the nature of work and the most suitable 
one is adopted. No organisation can work well lanless the 
persons who give direction and frame the policies also ensure 
that they are carried out. This can be done not by interference 
in day to day matters, but by modern management techniques of 
approved programmes followed by periodic reports and reviews 
of progress and by physical inspections. 
During the British period great emphasis was laid on 
inspection of Railway operation which was considered as a tool 
of supervision. It was essential to all sub-divisional Magis-
trates and District Collectors to be out on tour for a long 
period. They had to camp out in remote villages to supervise 
the work. The aim of a visit on this site was to provide 
maximum assurance for safety against accidents and providing 
1. Horold P. Adams, Basic Principles of Supervision. Eurasia 
Publishing House, New t»elhi, 1966, p. 
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Other facilities to the passengers. One obvious purpose of 
inspections is to see whether order and instructions are 
followed and the prescribed rules are being complied. 
The other purpose of Railway supervision is to acquire 
knowledge about what is happening on the time and to obtain 
the actual picture of work or to know the actual state of 
affairs in the field of stations, locomotives carriage and 
wagon depots, sub-offices of assistant engineers, assistant 
signal and telecommunication engineers, etc. The other purpose 
of supervision is to get apprised of the personal grievances 
of workers with their work, environment, or even family. It 
is very much the responsibility of the supervisor to look after 
the conditions of the staff, and thus supervision is an effec-
tive instrument for maintaining communication throughout the 
organisation. 
After regouping, it was thought necessary to improve 
the working performance of the railway and to provide better 
train services to the public, new methods of supervision came 
into existence and the Railway Board was instituted as the 
chief supervisory authority in the Railway administration 
assisted by various General Managers arid Divisional Managers 
of the Zones. The General Manager of the Zone is treated as 
the secondary supervisory authority and Divisional Manager 
as the lower level supervisory authority. Such adjustment 
of supervisory authority from Railway Board to Railway Division 
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is treated as the backbone of the Railway administration. 
Supervision in the Railway implies supervision over the system 
and not over the individuals as it generally implies. 
Methods of Supervision; 
There are four methods of supervision which are used 
in day to day Railway working: 
1. Periodic reports; 
2. Correspondence; 
3. Conference; 
1 4. Tours and inspections. 
1. Periodic Reports; 
Periodic reports play a very valuable role as a method 
of supervision of the Railway working. By going through this 
report, one can evaluate the performance of different segments 
of the Railway administration. This reporting system is termed 
as self-appraisal and it also serves the purpose of conveying 
information to the higher authorities. It helps in studying 
indepth of a particular problem at different Management levels. 
This report is divided into two categories; the first 
category comprises general reports which cover wide areas and 
the second category includes specialised reports which cover 
1. G.S. Khosla, Railway Management in India. Thacker and Co., 
Bombay, 1972, p. 80. 
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the working aspects of administration and they are treated as 
confidential to the Railway administration. Usually general 
reports are prepared by the General Manager of the different 
Zonal railway and production units and sent to the Railway 
Board to apprise it of the different affairs of the Railway 
The second category of reports that is specialised reports, 
are prepared by the respective zonal heads of different 
departments and handed over to the Railway Board through the 
General Manager, 
The periodic confidential demi-official letters and 
annual administrative reports come under the general category, 
whereas daily and monthly reports belong to the specialised 
category. Some departments also send tri-monthly reports which 
are also included in specialised reports. The most authentic 
reports among these are the reports submitted by the General 
Manager to the Chairman of the Board directly once in ten days 
which are also known as the periodic confidential demi-official 
1 letters. 
(i) Periodic Confidential Demi-Offlcial Letters? 
The letter which is written every ten days by the 
General Manager of every zone and production units to the 
Chairman of the Railway Board is called periodic confidential 
demi-official letter. The total number of P.C.D.O.'s is about 
1. G.S. Khosla, Railway Management in India, Thacker and Co., 
Bombay, 1972, p. 81. 
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forty every month. The objective of P.C.D.O.'s is to acquaint 
the Railway Board with the latest position in the working of 
the Railways and various difficulties faced by the adminis-
tration so that the Board would be able to adopt measures to 
solve the problems faced by them, 
A copy of this report is sent to the Ministry of Railway 
through the Chairman of the Board and also made available to 
the Members of the Board. This report covers all aspects of 
the Railv/ay working during the ten days period and compares the 
performance of this period with the ten days period immediately 
preceding as well as the corresponding ten day period of the 
previous year. 
This report can be differentiated from other reports 
in two ways, first, it is totally written, and secondly, it 
is issued with the high frequency of ten days. The items 
covered are at least thirty in number on various aspects of 
Railway working. Through this report the management is able 
to compare and verify the data furnished by other reports, 
particularly in matters like utilisation of rolling stock, 
out-turn in work shops, wagon interchange, punctuality of 
trains in respect of performance and targets achieved by the 
Zones. The overall impact of all these things is felt on the 
efficiency of the Railway. 
1• Proceeding of the Meeting of the Railway Board with 
Manajger, November. 1976. New Delhi, p, 18. " 
General 
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The main aim of P.C.D.Os is to act in a supervisory 
capacity and to develop the feelings of competition among the 
Zones and improve performance. It also keeps the management 
informed of the latest position of the Railway working. It 
is also considered as a management communication technique. 
The Railway Board as the chief supervisory authority 
and as a secretarial department in the Ministry of Railways 
has to prepare replies to questions raised in the parliament 
from time to time. The present practice is that such questions 
are passed on to the Railway administration to furnish replies 
together with additional information to answer supplementaries. 
Thus all information needed by the parliament is already with 
the Railway Board in the form of P,C*D,0*3 other reports,^ 
The main disadvantage of this method is that the 
Chairman of the Board as Chief Executive of the Railway 
administration is always busy advising the Minister on policy 
formation, giving direction and keeping watch over the perfor-
mance of the Railways, and he cannot give much time to go 
through all these reports since he has to handle a lot of 
routine information and statistics. 
The periodic confidential demi-official letter contains 
reliable information. This report is prepared by the General 
Manager on the basis of information supplied by the Divisional 
Manager and Heads of various departments. 
1. G.S, Khosla, Railway Management in India« Thacker and Co., 
Bombay, 1972, p. 81. 
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(11) Monthly Reports; 
Monthly reports are prepared by the Heads of different 
Departments which cover the programing of operations and main-
tenance work of the different Railway Zones. These reports 
are of specialised nature and cover the entire range of opera-
tions of the Railways. These reports are examined by the 
respective Directors in the Board's Office. 
The main objective of the report Is to Inform the Rail-
way Board about the progress made In pursuing the targets set 
and also to account for failure to achieve the targets. This 
report also contains Information about important items of 
stores, requirement of foreign exchange or Import licence, 
requirement of staff etc., 
Monthly reports are received by the Railway Board from 
different operational areas. The Chief Operating Superinten-
dent of every Zone conveys a detailed report giving operating 
statistics like WQgon Interchange.,wagon holding, average 
detention of wagons, punctuality of passenger and express 
trains etc. 
The Chief Signal and Telecommunication Engineer sends 
monthly reports on signalling works costing over a lakh of 
rupees. Important stores required, maintenance of signalling 
gear etc. The Chief Personnel Officer sends monthly reports 
1. G.S. Khosla, Railway Management in India, Thacker and Co., 
Bombay, 1972, p. 81. 
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on the recruitment and posting of different categories of 
staff their recruitment, working of various welfare schemes, 
important matters, raised in the parliament, negotiations 
regarding purchase of machinery, meeting labour unrest, 
employee's morale etc. 
The Chief Medical Officer reports to the Railway Board 
on all medical activities of his Zonal area with special 
emphasis on family planning programmes of the Railways. The 
Chief Security Officer reports to the Railway Board on the 
security measures adopted, cases of theft and various stages 
of their direction and co-ordination with local police etc. 
Thus monthly reports are treated as specialised reports and 
contain information about the particular departments of the Zones. 
(iii) Dally Reports: 
Daily reports are further classified under two heads. 
These are as under 
(a) Pianctuality reports; 
(b) Reports on wagon interchange and wagon holdings. 
(a) Punctuality Reports: 
These reports show everyday account of the punctuality 
of mail and express trains. In case of detention, a report is 
1. G.S. Khosla, Railway Management in India. Thacker and Co., 
Bombay, 1972, P. 81. 
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sent by an XXR (very very important double express) briefly 
mentioning the detention of trains with reasons and the depart-
ment responsible for such detentions. Detentions of trains 
have to be avoided except in emergencies which should be 
explained. Copies of punctuality reports are sent to the 
signalling, Mechanical, Civil Engineering and other depart-
ments concerned. 
The XXR telegram lays stress on alerting the officials 
of the Zonal Railway on the need of maintaining punctuality of 
mail and express trains. In case of incorrect reports of 
punctuality of the mail or express trains, the Board takes a 
very serious action against the concerned authority. 
(b) Report on Wagon-Inter-change and Wagon Holding: 
In every eight hours a report is sent to the Railway 
Board about the number of wagons inter-change with the conti-
nuous railways and the number of wagons held by the reporting 
Zone. On the basis of this report, the Railway Board deter-
mines the target of the number of wagons to be interchange 
every day at all interchange places and fix the criteria of 
maximum holding for each Railway. This report enables the 
Railway Board to measure the efficiency in terms of net tonne 
kilometres per wagon per day carried and also assess barriers 
in day to day movement of Railway services for which they issue 
measures to improve the movement of rolling stock. 
1. Sub-punctuality report of Ministry for Railway Trains, 
July 1982, Railway Board, New Delni. 
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As a matter of fact, the movement of goods train is of 
great importance, Railways earn profit only from freight 
traffic and at present they are incurring losses in providing 
passenger train service. Thus this report enables the super-
visory authority to have a strict vigilance on the trouble 
spots so that the performance and efficiency of its working 
may automatically improve, 
(iv) Annual Administrative Reports; 
The annual administrative reports are submitted to the 
Board once in a year to communicate information about the over 
all performance of the Railway administration during a parti-
cular year. It is mostly a consolidation of monthly reports 
of all the departments with relevant statistics and the views 
of the General Manager. These reports serve as a record to 
enable the Railway Board to prepare its annual administrative 
reports. 
As a matter of fact, reporting itself is a good manage-
ment technique. It seems that the Railway Board gets confused 
because of too many reports when a decision is to be taken. 
The information gathered by the Railway Board appears to be 
too much and unnecessary. They can be more useful if they are 
streamlined by making them more pinpointed, meaningful and less 
1 
time-consuming. A complete tri-monthly report by each depart-
ment along with a tri-monthly report by the General Manager of 
1. Proceedings of the Study Team of Railways, 1979, Railway 
Board, p. 14. 
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Of each Zone would give a fairly good picture of the perfor-
mance of each Railway. 
2. Correspondence: 
Correspondence is an important method of supervision 
through which the Railway Board and Zonal Manager are in a 
position to maintain records of performance in the different 
fields of Railway administration. It is not so effective a 
method as compared to others. It only serves the purpose of 
conyeying the details of the activities which are not recorded 
in any other report. It assists the management in getting « 
additional information on any particular area of Railway working. 
3. Conferences: 
Conferences constitute another effective method of 
supervision. It is through conferences that the Railway 
Board gets the real picture of different railways from Zonal 
Heads or the General Manager. These conferences are held at 
various levels and have the advantage of securing face to face 
relationship between different authorities and assist in co-
ordinating the works of an enterprise in a well organised 
mannger. It also helps the supervisory authority in knowing 
the real facts. 
Interchange of minds which is not possible by any other 
method of supervision is possible through the conference, the 
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participants can make a uniform approach to a particular issue. 
The most important advantage of a conference is that all shades 
of thought are brought at one place and solutions are found 
after discussing various aspects of the problems. 
The main objective of such conferences is to understand 
the problems, to find their solution by consensus, and to ensure 
their implementation which constitute the supervisory functions 
A 
of executive authority. The Zonal Manager and Heads of 
different departments are treated as experts in their respective 
fields and they thus control the operation of the Railway net-
work by having a uniform policy and a set course of action 
determined by the higher authority. 
The Railway Board as supervisory authority of the Zones 
conducts conferences of the executives and different heads of 
departments to review the implementation of programmes. Gene-
rally there are three types of conferences which are regularly 
conducted at the Board level. Firstly, the General Manager's 
conference which is held bi-annually and is usually presided 
over by the Chairman, Railway Board. The General Manager's 
conference is considered a powerful medium of supervision. 
It moniters the performance of the Railways as a whole. 
Secondly, there are the Department-wise conferences of 
1. Marshall Edward, Public Administration, Third edition. 
Holt Rinehart and Winston, 1964, p. 250. 
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Heads of Departments from all Zones, which are held once 
a year. These are addressed by the Chairman of Railway Board 
and the Financial Commissioner and are presided over by the 
Functional Members.'' The aim of these conferences is to review 
the programmes and targets, and thus they serves as a means 
of supervision. The Heads of Departments discuss mainly the 
technical aspects of the working of their departments. 
The third conference refers to the construction work 
for railway development. The expenditure c»i these works amounts 
to several crores of rupees every year and a deep analysis of 
their requirements and areas of these work programmes is nece-
ssary to be discussed at the Board level before the Budget 
provision relating to them is made. The Qeneral Managers and 
the Heads of Department of Engineering attend this conference. 
Such conferences are also presided over by the Chairman of 
the Board. 
There are also some special conferences at the Board 
level of a specialised nature. They are generally presided 
over by the Member concerned. They are required to discuss 
particular issues as the introduction of new services, prog-
ress made by the newly introduced services and the difficulties 
2 faced by these. 
1. Proceedings of the Meeting of Railway Board yith Ggieral 
Managers and others at New Delhi, April, 1982. 
2. Proceedings of Meetings of Railway Board at Higher level. 
Ministry of Railway, New Delhi, Feb., 1983, p. 
aqo-
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To present the facts regarding various aspects of the 
Railway working, conferences are preceded by a collection of 
information about the performance of each Zonal Railway. The 
agenda is drawn up and circulated well in advance to the parti-
cipants. Memoranda are submitted by different Directorates on 
the subjects to be discussed in the conference. Gjenerally the 
conference continues for two or three days. All Members and 
Additional Members of the Railway Board, including the Board's 
Directors are also present in the conference. 
A conference of course is an effective method of Railway 
supervision which brings together to work and understand such 
other's problems and present views to eradicate the problems 
and improve performance and efficiency. 
No doubt a conference is treated as a negotiation 
machinery at which the Railway Board meets as chief supervisory 
authority to the General Manager of the Zones and other higher 
officials and as a controlling authority, it can easily find 
out the differences among the General Managers and can issue 
general directives to resolve these differences. 
Sometimesit may happen that conferences are treated as 
a wastage when an outstanding matter raised remain unsettled. 
A conference may be criticised as it takes much time to arrange 
and conduct it properly and sometime end without discussion, 
of all it^s due to . shortage of time. 
1. Proceddings of the Board Meeting with General Managers of 
the Zones, p. 27. 
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(4) Tours and Inspections: 
Tours and inspections are considered as a tool and the 
most effective method of supervision. From the very beginning 
it was almost compulsory for subdivisional Magistrates and 
District Collectors to be out on tour for long periods to 
supervise the railway working. Still this method of super-
vision is in vogue. This method of supervision provides an 
opportunity to the inspecting authority to have a close view 
of things, pinpoint attention on important matters and to take 
spof decision to resolve the problems and remove bottlenecks. 
One of the main objectives of inspections is to clear 
doubts and difficulties both of the inspector himself and of 
the staff who are to implement orders. Thus tours and inspec-
tions are an important and excellent form of supervision to 
study the field problemsj they can be identified from a close 
range which is not possible, as Hanson rightly says, through 
•1 paper contact which is no substitute of personal contact. 
It would be more beneficial if besides formal inspectlcns, 
informal visits should also be made by the headquarters officials 
now and then. This will enable the lower staff to be alert and 
conscious of their responsibility and will improve the overall 
performance and efficiency of the Railway. The local officers 
can explain their difficulties to the inspecting authority and 
1. A.H. Hanson, Managerial Problems in Public Biterprlse. Asia 
Publishing House, New York, i962, p. 63. 
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this will enable the management to tackle situations in a very 
simple way and advise them about the future course of action. 
Tours and inspections put the management in a position that 
they gain a first .hand knowledge of those who are working at 
the lower level by seeing them at work, and can also solve a 
problem immediately,'' 
Present System of Tours and Inspections; 
As the central controlling authority in the Ministry of 
Transport, the Chairman and the Members of the Railway Board 
usually go on inspection tours as part of their regular duties. 
These inspections are made primarily to ensure that the existing 
rules and regulations, procedures and practices are being 
observed. They have also to discuss reports of financial 
irregularities with the concerned department. 
Railway inspections seem to be somewhat different from 
other enterprises. When the Members are on tour emphasis is 
given to functional specialisation of each of them. For example 
when a Member Incharge of Civil Engineering goes on tour, his 
aim would be to see the progress of construction maintenance 
of Engineering installations and to attend to complaints 
regarding these. If a member i'n-charge of staff goes on tour 
he will be concerned more with personnel matters and welfare 
activities of the staff. In the same manner when the Menber 
1. Opinion expressed by the Conference on Administration Reform 
P roceedings. New Delhi, 1957, p. 92, 
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in-charge of Mechanical Engineering goes on tour he would like 
to inspect loco-workshop, carriage, wagon workshop, stores 
etc. The Member in-charges of Traffic would like to see the 
function of signalling and telecommunication and also review 
the process of tackling the traffic problems. The Financial 
Commissioner, while on tour, is required to check whether or 
not money sanctioned to different Zones for construction and 
maintenance has been properly utilised. 
Generally, the Chairman, Railway Board handles his own 
area' of specialisation as well as covers all other fields of 
2 
Railway working, technical as well as administrative. He 
would also like to meet public and Trade Union Leaders and 
industrialists. Sometimes, the Directors of the Board may go 
on tour and make surprise inspections to inspect the punctua-
lity, safety and efficiency of the Railways; they are authorised 
to put question to the operating staff and their knowledge of 
emergency measures, accident relief, etc. of the Railways. 
Railway inspections have been divided into three cate-
gories, periodical, vertical and external. Periodical inspec-
tion refers to the visits of the Members of the Board J 
Directors of establishm'ent under their charge aimed at checking 
the different aspects of maintenance of the Railway. Secondly, 
1. Para 1106 and 1107 of the Office Manual Procedure, Diglot 
edition, 1970, Ministry oflRailways, Railway Board, N.Delhi 
2. Ibid, Paras 1109 and 1111. 
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periodical inspections by the officials of the Board and 
Directors constitute vertical Inspection for the same object. 
Inspection conducted by the organisational commissioners of 
Railway safety is treated as external inspection of Railways. 
The object of their inspection is to ensure the safety of the 
travelling public. They test the permanent ways, the rolling 
stock, including locomotives and signalling systems. 
There is also an annual inspection conducted by the 
General Manager of every Zone which is held in November or 
March and attended by various heads of the Departments including 
the Additional Commissioner of Railway Safety. These are 
specially undertaken during the cool days of the year to check 
the track, bridges,passenger, and staff amenities. The state 
of general discipline among the staff and specific complaints 
are also enquired into by the inspecting officers within a 
particular Zone. 
At the Divisional level, the Divisional Staff Officer 
(DSO) is required to inspect a large number of road-side and 
function stations yards. Loco-shade, level-crossing, gates, 
besides conducting foot-plate inspection and siarprise visit. 
Such inspection by the other Divisional Officers would be 
conducive to better efficiency, better alertness and better 
discipline. 
1. Para 1112, of the Manual Office Procedure, Ministry of Railway 
Diglot edition 1972, Railway Board, New belhi. 
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Here it is advisable that in order to prepare for this 
annual inspection, the Divisional Officers should prepare the 
ground by their own intensive and through inspections of their 
infra-structure so that hurried and quick preparation is avoided. 
It is also suggested for the Chairman and the Members to 
keep notes when they are on tour. This will enable them to take 
proper follow up action. But in actual practice maintenance of 
tour notes is neglected. Members feel more interested in giving 
oral instructions. It may happen sometimes when Members of the 
Railway Board are accompanied by the Director, and instruction 
and observations are made by the Chairman and other Members of 
the Board that notes are taken by these Officers and follow up 
action is taken by them. But more systematic notes would be 
more fruitful for administration in taking follow up action 
rather than depending on memory. 
Drawbacks and Suggestions; 
In the Railway organisation tours and inspections are 
treated as most powerful tools of supervision. They are very 
helpful in knowing the details of the working of different 
aspects of the Railways. But the present syston of tour and 
inspection suffers from some drawbacks. 
The present practice is that tours are undertaken only 
1. Para 1113 of the Manual Office Procedure. Ministry of Railway 
Diglot edition, 1972, Railway Board, New Delhi. 
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for very short periods of about three to five days. Within 
this short period. Members have to cover wide areas of inspec-
tion. The programme of Members is so tight that a macro-study 
of a particular problem may not be possible. On the other 
hand, the Members and Chairman do not wish to be away from the 
headquarters for long periods, since the Board is the top exe-
cutive authority and absence of any menber may delay actions 
which might result in serious mis-management, on the part of 
the Railway administration. 
Another drawback is that whenever the Minister goes on 
tour the Chairman and the Members of the Board are not able 
to accompany him because of the reason mentioned above and thus 
tours of the Minister do not produce fruitful results because 
he can not understand technical problems of the Railways. 
In order to make the supervision technique more effec-
tive the whole Board should arrange to tour for each Railway 
network at least once a year and the possibility of holding 
the Board meetings at different centres should be explored. 
This would serve the purpose of the Board meetings as well as 
that of the inspection of different areas of Railway adminis-
tration. 
It is also advisable that the supervisory officer 
should let the sub-ordinate feel that what is being done is 
not by way of picking holes, but as a co-operative effort to 
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improve the working of the organisation and to give better 
service to the society. Such a policy would give greater 
satisfaction and encouragment to the employee. The consulta-
tive technique, where the sub-rordinate feels at ease to 
communicate what he desires, will make him more responsible 
not only regarding his work, but also regarding his personal 
matters, even family affairs; it will generate mutual confidence 
and fellow-feeling. 
There should be a clear focus on the objectives of 
inspection, that is, increased productivity, better aminities, 
trouble free services, financial availability of new plans, 
socio-economic benefits, political uplift of backward areas and 
facile transport for the country's defence, all these and the 
creation of a band of loyal, disciplined and devoted workers. 
A goal inspection note will emphasise positive points, seek 
reasons for slide^backs and make suggestions for consideration 
by the superior authorities. In other words, it will assess 
the total performance. 
It is also necessary to do some prior planning for 
inspection of the work-place. A list should be prepared speci-
fying what items are to be checked in detail etc., specially 
those about which there have been complaints, and those 
proceduress which, if not vigilantly followed may cause 
accident or serious danger. Pre-planning is necessary for 
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saving time and for achieving the general objectives of 
inspection. 
In short supervision in the Railway plays very important 
role in improving perfonnance and increasing efficiency. 
Since regrouping the Railway Zones have been supervised by a 
number of authorities from a Railway Board to the Divisional 
level. The aim of supervision by these authorities is to 
ensure that the policy and instruction are being carried out in 
a proper manner and also familarise themselves with the diffi-
culties and needs of different establishment of the Railways. 
There are different methods of supervision which are 
adopted in accordance with the situation. The important 
methods of supervision are periodic inspections, tours and 
conferences. There are different reporting systems in various 
departments with differing frequency of period which varies 
from eight hours report to annual reports. 
There is an immediate need to re-establish these super-
vision methods in accordance with the present situation. In 
the present system of supervision, the immediate need is to 
remove the multiplicity of the reporting system so as to avoid 
un-necessary repetition of reports. The Railway Board as 
the Chief authority in matter of siqjervision, should not be 
flooded with a mass of detailed reports, since it is likely 
that important reports may get ignored in a plethora of details. 
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Conference also works as an effective method of 
supervision. In a conference, Zonal Railway officials get a 
chance to exchange opinions in the presence of the Chairman 
and Members of the Board, so that the areas of confusion may 
be removed. The Board also conducts annual conferences of 
functional heads of each Department where the performance of 
the Railway is reviewed and discussed. Conference as a method 
of supervision can produce better results provided the parti-
cipants do not rush through heavy agenda for want of time. 
Inspections and tours on the part of the Railway 
authorities are a means of supervision to keep a check on the 
effective functioning of the Railways. Inspections and tours 
are conducted by the Chairman, Members, General Manager of the 
Zones as well as other higher officials of the Railways. This 
method of supervision enables the supervisor to measure the 
performance of the field agencies and take spot decisions in 
important matters. 
It would be advisable for the concerned authority to 
undertake inspection of every establishment once in a year. 
It is also necessary to have some prior planning for inspec-
tion, what portion of the work-place is to be inspected, what 
items are to be checked in detail etc.,specially those for 
which there have been complaints. Inspection should be done 
at all levels right from top to the lowest level, from the 
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Members of the Railway Board to non-gazetted senior supervisors 
in the field. 
During inspection the supervisory authority should 
endeavour how to motivate its employees and determine what 
type of technique is needed to put them to work hard. Inspec-
tion should not be done on holidays or on festival days. 
It is also suggested that computer can play a very 
important role in the reporting system of management. So 
in the supervision system of Railway, computer should be 
installed in all zonal offices and Production Units. In the 
computer system figures shall be prepared within no time and 
this would facilitate the management to arrive at a decision 
immediately in connection with supervision. 
CHAPTER - VI 
EFFICIENCY OF INDIAN RAILWAYS AFTER REGROUPING 
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CPiAPTER ~ VI 
EFFICIENCY CF INDIAN RAILWAYS AFTER REQROOPING 
This chapter deals with the efficiency of Railways since 
regrouping. Different tools are used to measure the efficiency 
and results are interpreted and further suggestions are given 
as to how to improve the efficiency. 
Before discussing the tools of efficiency measurements, 
first, we would like to define what efficiency is? The fionda-
mental premise for a public enterprise is that it should func-
tion effectively. However, there are different views about the 
meaning of efficiency and its measurement in case of public 
enterprise. 
It has been observed that efficiency is the amount of 
return produced on the capital employed, while others have 
defined efficiency as the ability of an industry or an orga-
nisation to produce the desired result with the minimum efforts, 
expenses and wastes. It is the shortest path or the cheapest 
means towards the desired goal when•one sayc some thing is 
efficient.'' 
Primarily, efficiency is an input-output relationship. 
1. Laxmi Narain, Principles and Practice of Public Enterprise 
Management. S, Chand & Co. Ltd., New Delhi, 1980, P. 194. 
1 8 9 
In case of several inputs, standards of output to be secured 
are laid down and compared with the actual performance* Action 
without delay is the secret of efficiency. In different cases 
efficiency is a relative concept. There cannot be a state of 
efficiency without someone having declared a standard of target. 
Efficiency cannot be Judged unless there is a set of standards 
of performance based on the previous experience. A company may 
set its own standards of output for each input and targets of 
achievement for each discipline but whether the level of 
standard is correct or wrong, it is very difficult to determine. 
It may be essential to compare one situation with a similar 
situation in other places or in the same place over a period 
of time. 
There are various terms which are considered as synonymous 
with efficiency. Therefore, it is essential to distinguish them 
clearly before a discussion of measurement starts. 
Efficiency and Productivity; 
In the layman's language the concept of efficiency is 
understood as synonymous with productivity but there is great 
difference between the two. Productivity may be defined as the 
ratio between the production and inputs of a single commodity. 
If we have invested Rs. 100 and the production is worth Rs. 40, 
then productivity is 40/100. Efficiency is unlike productivity 
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and is expressed not in absolute terms but in relative terms. 
It is the ratio of actual output, using the given resources, to 
the standard output that should be obtained with those resources 
in the same period, whenever all productivity of a organisation 
is measured it is called efficiency. According to Dr. Sargent 
Florance, it is easy to use the term 'productivity' to mean the 
output from the particular factor of production or particular 
form of input, and to use efficiency to mean the output from 
the total inputs. 
Thus from the above discussion it is clear that effi-
ciency has a wide coverage because it is not concerned with 
the productivity of a single input factor. It is concerned 
with the overall productivity of all the input factors. 
Efficiency and Profitability: 
Profitability does not seem to be synonymous with 
efficiency, but it is a correct and consistent index of 
efficiency. It is also regarded both as a measure of efficiency 
and management guide to greater efficiency. There is no doubt 
that profitability is an important yardstick of the efficiency 
of an organisation but the extent of profitability cannot be 
taken as the final proof of efficiency. Sometimes satisfactory 
profits can go with inefficiency, and conversely, a proper 
degree of efficiency can be accomplained by an absence of profit. 
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The net profits figure simply reveals a satisfactory balance 
between the value received and the value given. The change in 
the efficiency figure is one of the many factors on which the 
profitability of an enterprise largely depends. 
The basic difficulty in measuring efficiency is the 
selection of criteria. The criteria which are applied to 
private enterprise cannot be applied in case of public enter-
prise, because the goal in private enterprise is to earn more 
and more profit. As against it, public enterprise is normally 
not based entirely on the profit motive but may have some other 
aims and objectives, social, political etc. 
Measurement of Efficiency: 
An organisation or company can know its efficiency by 
examining the predetermined objectives and the extent to which 
they have been fulfilled and with what amount of resources. 
A company is said to more efficient if it has achieved its 
objective with minimum effort. In a company where earning 
profit is the main objective of its establishment, its efficiency 
can be shown on the basis of the profit earned and the dividend 
distributed among the shareholders. As regards Indian Railway 
as a commercial undertaking, we should know the cost of what 
it sells in order to measure its efficiency. But there is no 
single index that can represent the efficiency of all the 
working areas of the railway. So it is essential to watch a 
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number of indices on various aspects of the Railway activities, 
such as serviceability of equipment, its optimum utilisation, 
speed of train, their hauling capacity, punctuality etc. in 
terms of both passenger and freight traffic. 
Criteria of Measuring Efficiency; 
Increasing efficiency of Railway operation was one of 
the main objectives of regrouping. But to know how far this 
objective has been achieved, it is proper make an analysis 
by"using different tools of efficiency measurement which are 
as follows: 
* 
i) Operating ratio, 
ii ) Net Tonne Kilometres per wagon day. 
iii) Net Tonne Kilometres per engine hour and wagon 
kilometre per wagon day. 
iv) Growth of passenger and freight traffic since 
regrouping. 
v) A comparison of freight revenue earning traffic. 
vi) By going through the objectives of the different 
areas of railway working and its achievement such 
as achievement in respect of passenger amenities, 
punctuality, speed of trains, etc. 
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Operating Ratio: 
In Technical language, the operating ratio Is the ratio 
of total working expenses excluding the suspense which the 
Railway bear for Its gross earning or, In other words, It repre-
sents the percentage of working expenses to the total earning 
In respect of the entire system. It has been treated as one of 
the most essential tools of financial statistics and has been 
used as an Important Index of efficiency of the Railways. 
TABLE 6.1 
Showing the Operating Ratio of Railways in Different Years. 
Years Operating 
ratio 
Percentage incr./decr 
over previous years 
1950-51 81.00 -
1955-56 81.93 1.15 
1960-61 78.76 -3.88 
1965-66 78.30 -0.57 
1970-71 84.13 7.45 
1975-76 89.32 6.17 
1980-81 96.07 7.56 
1985-86 90.58 -5.71 
Overall per cent Incr./decr. 
over the period from 11.83 
1950-51 to 1985-86 
Source: Mnual Report and Accounts 1985-86, Indian Railway, 
Railway Board, Government of India, Statistical 
Summary, p, VII. 
Table 1t showing the operating ratio of the Railways 
of different years from 1950-51 to 1985-86. In this table, 
percentage is calculated on the basis of the previous years 
which shows increase and decrease in percentage over the pre-
vious years. During 1950-51 the operating ratio was 81 per cent 
which increased in 1955-56 to 81,93 per cent, i.e. an increase 
by 1.15 per cent over the previous years. Again, between the 
years 1955-56 to 1960-61 the operating ratio went down from 
81.93 to 78.75, a decrease by 3.88 per cent, over the previous 
years. In 1960-61 to 1965-66, the operating ratio became 
smaller still i.e. from 78.75 to 78.30 a decrease by 0.57 per 
cent over the previous year due to concerted traffic handling 
and more investment. 
Similarly in 1965-66 to 1970-71, the operating ratio rose 
from 78,30 to 84.13, an increase by 7.45 per cent over the 
previous year, and this situation continued till 1980-81, 
During the period 1970-71 to 1975-76, the operating ratio went 
up from 84,13 to 89.32, an increase by 6.17 per cent over the 
previous year. In the same manner, during the period 1975-76 to 
1980-81 the operating ratio rose steeply from 89.32 to 96.07, 
an increase by 7*56 per cent over the previous year. The 
operating ratio which was as low as 81 per cent in 1950-51 went 
up to 96.07 per cent in 1980-81, a rise by 18.60 per cent. 
This reveals the deterioration taking place in the efficiency 
of Railways working because of paucity of funds. It is also 
an indication of the failure of economic measures. 
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But since 1980-81 onwards the operating ratio has again 
come down as the railway performance has shown some improvement. 
From 1980-81 to 1985-86 the operating ratio decreased from 
96.07 to 90.58, a decline by 5.71 per cent over the previous year. 
This is due to availability of good financial resources as well 
as better handling of traffic and concerted traffic efforts. 
In the coming year the percentage of this figure is expected 
to become much smaller. The table also shows the overall 
percentage of operating ratio which increased from 1950-51 to 
1985-86 by nearly 11.83 per cent. 
This fall in efficiency has to be viewed in the context 
of additional investment made over these years and the adoption 
of so called managerial and operational innovations. There is 
also need for urgent measures to check the operating ratio and 
to bring it down to a reasonable level. 
Thus by going through the operating ratio of Railways, 
before regrouping and after regrouping, it is found that the 
efficiency of the railway deteriorated sharply between 1970 to 
1981 but in recent years efficiency of the Railway has increased 
steadily. Graph 'A' represents this curve in the operating ratio, 
(ii) Net Tonne Kilometers per wagon day; 
It is known as one of the most powerful and comprehensive 
efficiency indicators for Railways. This unit refers to the 
product of mobility and loading. A decrease in the net tonne 
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kilometres per wagon day may be due to any of the causes which 
affect the figure of wagon kilometres per wagon day. This 
figure also takes into consideration the proportion of loaded 
to total wagon kilometreage, the average load of a loaded wagon 
-1 and the relative amount of heavy and light merchandise carried. 
Table 2 shows the net tonne kilometres per wagon day as 
a means of efficiency indicator of the Railways on broad gauge 
as well as metre gauge of different years. In the table 
percentage of increase or decrease is calculated over the 
previous year. Table 2 reveals that in 1950-51* the net tonne 
kilometres per wagon day of broad gauge was 710 tonnes, which 
increased to 885 tonnes in 1955-56 and rose by 24.65 per cent 
over the previous year , Similarly, the net tonne kilometers 
per wagon day in 1955-56 was 885» but it rose to 995 tonnes in 
1960-61, snowing an increase by nearly 12.43 per cent over the 
previous year . 
From 1960-61 to 1965-66, the net tonne kilimetres per 
wagon day declined from 995 to 940 tonnes, i.e. it slumped to 
5.53 per cent over the previous year due to War. Again from 
1965-66 to 1968-69 the net tonne kilimetre per wagon day came 
down from 940 to 905 tonnes, showing a decline by 3*72 per cent 
over the previous year. This situation continued for five 
1. R.R. Nanda, Railway Accounts and Administration, Bahri 
Brothers, Delhi, 1987, p. 732. 
198 
years from 1968-69 to ^m-l^t it declined from 905 to 837, a 
sliimp of 7.51 per cent over the previous year. In 1975-74 to 
1977-78 this situation improved and the net tonne kilimetre 
per wagon increased from 837 to 1045 tonnes showing an increase 
by 24.85 per cent over the previous year. 
From 1977-78 to 1980-81 this figure has again came down 
from 1045 to 985 tonnes, showing decline by 5.65 per cent over 
the previous year due to delay in marshalling yards and delays 
at stations when loading or unloading. From 1980-81 to 1983-84, 
the trend of net tonne kilometres per wagon day started incre-
easing from 986 to 1112, a rise by 12.78 per cent over the 
previous year. 
Again from 1983-84 to 1984-85, net tonne kilimetres rose 
from 1112 to 1150, an increase of 3.42 <)er cent over the previous 
year. Similarly from 1984-85 to 1985-86, the net tonne kilo-
meters per wagon day increased sharply and broke all previous 
records, as from 1150 to 1296 tonnes, it rose by 12.70 per cent 
over the previous year. The overall increase from 1950-51 to 
1985-86 in the net tonne kilometres of broad gauge is 82.54 
per cent. 
The Table 2 also shows net tonne kilometres per wagon 
day of metre gauge of different years. Table 2 shows that the 
net tonne kilometres per wagon day in 1950-51 was 304 which 
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Increased in 1955-56 by 332 tonnes rose to 9.21 per cent over 
the previous year. Similarly in 1955-56 to 1960-61 the net 
tonne kilometres per wagon went up from 332 to 405 tonnes, i.e. 
it rose by 21.99 per cent over the previous year. During the 
period from 1960-61 to 1965-66 the net tonne kilometres , per 
wagon day of metre gauge rose from 405 to 510 tonnes, an 
increase by 25.93 million tonnes over the previous year due 
to better handling of freight traffic. 
Again from 1965-66 to 1968-69 the net tonne kilometres 
per wagon day declined from 510 to 503» a slump by 1.37 per 
cent over the previous ye^r. In the same manner from 1968-69 
to 1973-74 as indication of efficiency the net tonne kilometre 
per wagon day further went down from 503 to 482 tonnes, a 
decline by 4.17 per cent over the previous year. This decline 
was due to decrease in the average speed of goods trains. 
From 1973-74 to 1977-78 the net tonne kilometres per 
wagon day on metre gauge went up from 482 to 570 tonnes, an 
increase by 18.26 per cent over the previous year due to less 
delay in marshalling yard and quick loading. Again from 
1977-78 to 1980-81 the net tonne kilometres per wagon of metre 
gauge decreased from 570 to 522 tonnes, a fall of 8.42 per cent 
over the previous year due to increase in number of wagons and 
wagons waiting for repairs. 
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From 1980-81, the net tonne kilometres per wagon day 
increased from 522 to 577 tonnes, a rise by 10,54 per cent over 
the previous year. In the same manner from 1983-84 to 1984-85 
this figure declined from 577 to 565 tonnes, a drop by 2.08 
per cent over the previous year. During 1984-85 to 1985-86 the 
net tonne kilometres per wagon day of metre gauge increased 
sharply and broke all the previous records; from 565 %o 677 
tonnes it rose by 19.82 per cent over the previous year. The 
overall average from 1950-51 to 1985-86 increased by 122.70 
per cent. According to a recent report the efficiency indica-
tor net tonne kilometre per wagon day reached an all-time high 
of 1390 tonnes, registering an improvement of 7.3 per cent over 
the last year. 
Thus the net tonne kilometres per wagon day as a means 
of efficiency indicator of Railway shows remarkable improvement 
in their performance since regrouping due to a number of reasons^ 
such as new management technique, healthy environment and 
emphasis being laid after regrouping on productive accountability 
and better work culture. The new pattern of Hierarchical manage-
ment headed by Ministers, has been a source of encouragement to 
officials of the Railways at all levels. Moreover, it has been 
reviewing the performance periodically. In short, it can be said 
that after regrouping the net tonne kilometres per wagon day as 
1. Financial Express, New Delhi, July 22, 1987. p. 3. 
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a means of efficiency indicator has shown great improvement. 
Graph 'B' represents net tonne kilometres per wagon day as a 
means of efficiency indicator of Railway of broad gauge and 
metre gauge in which except for few years, there have been 
an all-round increasing trend. 
(iii) The Net Tonne Kilometres per engine hour and wagon 
kilometres per wagon day: are also treated as indicators 
of efficiency in the Railways. 
The net tonne kilometres per engine hour is regarded as 
the best individual figure for v/atching the efficiency of freight 
working. It takes into account the time spent by locomotives not 
only in hauling the trains but also in shunting, light running 
and detention train engines at terminal and en route etc. The 
net tonne kilometres reveals the amount of revenue bearing work 
done while engine hour measures the cost of doing it. This is 
considered a comprehensive unit of efficiency in transportation 
terms. 
Table shows the figures of net tonne kilometres per 
engine hours since regrouping, that is, from 1950-51 to 1985-86. 
In 1950-51, the net tonne kilometres per engine hour was 3283 
tonnes of broad gauge which went up to 3473 tonnes in 1955-56, 
a rise by 5.78 per cent over the previous year. Similarly, from 
the year 1955-56 to 1960-61, the net tonne kilometres per engine 
hour rose from 3473 to 4170 tonnes an increase by 20.06 per cent 
over the previous year. Again from 1960-61 to 1965-66, the net 
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tonne kilometres per engine hour increased from 4170 to 4446 
tonnes, a rise by 6,61 per cent over the previous year on broad 
gauge. This increase in net tonne kilometres per engine hour 
means an increase in the efficiency of the Railways. 
From 1965-66 to 1968-69, the net tonne kilometers per 
engine hour rose from 4446 to 4849 tonnes, i.e» an increase by 
9.06 per cent over the previous year. Again from 1968-69 to 
1973-74, the net tonne kilometres per engine hour went up from 
4849 to 4927» a rise by 1.60 per cent over the previous year. 
This'increase in net tonne kilometers per engine hour was 
due to more traffic eaming and shunting engine being cut down 
in proportion to increase in traffic offering. 
In the same manner from the year 1973-74 to 1977-78 the 
net tonne kilometres per engine hours went up from 4927 to 
6125 tonnes, a rise by 24.31 per cent over the previous year. 
Again from 1977-78 to 1980-81, the net tonne kilometres per 
engine rose from 6125 to 6295 tcaines, an increase by 2.77 per 
cent over the previous year. Similarly from 1980-81 to 1983-84 
the net tonne kilometres per engine hour rose from 6295 to 7442 
tonnes, an increase by 18.22 per cent over the previous year. 
The net tonne kilometres per engine hour from 1983-84 
to 1984-85 increased from 7442 to 7726 tonnes over the previous 
year, a rise by 3*81 per cent. In this case there is all round 
improvement. From 1984-85 to 1985-86 the net tonne kilometres 
240 
per engine hour went up from 7726 to 8812 tonnes, a rise by 
14,5 per cent over the previous year. The overall increase 
from 1950-51 to 1985-86 of net tonne kilometres per engine hour 
was 168.41 per cent. 
Thus since regrouping there has been all round develop-
ment in the net tonne kilometres per engine hour recorded due 
to increase in the average load or the average speed of goods 
train and increase in the average starting wagon loads or in 
the wagon loads received from other divisions. 
Table 3 also shows increase and decrease percentage of 
net tonne kilometres per engine hour of metre gauge from 1950-51 
to 1985-86. The net tonne kilometres per engine hour in 1950-51 
was 1238 tonnes which went up to 1496 tonnes in 1955-56; a rise 
by 70,84 per cent over the previous year. In the same manner 
from 1955-56 to 1960-61, the net tonne kilometres per engine 
hour increased from 1496 to 1766 tonnes, a rise by 18,04 per 
cent over the previous year. From 1960-61 to 1965-66, the net 
tonne kilometres per engine hour rose from 1766 to 2194 tonnes, 
an increase by 24.33 per cent over the previous year. 
From 1965-66 to 1968-69, the net tonne kilometres per 
engine hour went up from 2194 to 2332 tonnes; the percentage 
increase during this period was 6.28. The reason for this 
increase is the same as mentioned in the case of broad gauge. 
From 1968-69 to 1973-74, the net tonne kilometres per engine 
hour treated as efficiency indicator increased further from 
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2332 to 2771 tonnes a rise by 18.82 per cent over the previous 
year. In the same manner the net tonne kilometres per engine 
hour went up from 2771 to 3029 tonnes, an increase by 9.09 per 
cent over the previous year. From 1977-78 to 1980-81 the net 
tonne kilometres per engine hour rose from 3023 to 3345 tonnes, 
an increase by 10.65 per cent over the previous year. 
Again 1980-81 to 1983-84 the net tonne kilometres per 
engine hour increased from 3345 to 3977 tonnes, a rise by 18.77 
per cent over the previous year. From 1950-51 to 1983-84 the 
net itonne kilometres per engine hour has been continuously 
increasing. But from 1983-84 to 1984-85 there was a decline 
from 3973 to 3809 tonnes, a drop by 4.12 per cent on account of 
increase in the proportion of unbalanced traffic and shunting 
engine hours not being cut down in proportion to the decrease 
in traffic offering. 
The net tonne kilometres per engine hour of metre gauge 
again rose next year and during the period from 1984—85 to 
1985-86 it went up from 3809 to 4147 tonnes, a rise Iby 8.87 
per cent over the previous year. The overall increase in net 
tonne kilometres per engine hour between 1950-51 to 1985-86 is 
234.97 per cent, which indicates a satisfactory performance of 
the railways. Graph 'C represents net tonne kilometres per 
engine hours of broad gauge and metre gauge of different years. 
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A part of Table 3 also contains wagon kilometres per 
wagon day as a means of efficiency indicator of the Railways. 
Wagon Kilometres per Wa^on day: 
This indicates the average mobility of per wagon day i.e. 
the average distance covered a wagon per day. In this case 
the numerator is wagon kilometres and denominator is wagon days. 
The term wagon kilometrage includes both covered and open wagons. 
The wagon kilometerage includes the kilometrage made during the 
month by loaded and empty wagons run on goods and mixed trains 
but excludes empty brake vans, and empty departmental oil tanks, 
gas holders, water tracks and inspection carriages. 
Wagon days are arrived at by multiplying the daily 
average number of wagons on the line, i.e. four wheelers, by 
the number of days in the month. This figure becomes much 
lower during slack seasons than during busy seasons when wagons 
are more fully utilised. The difference between these two 
figures is generally the measure of the stock lying idle on 
the line during slack seasons. This unit gives an idea of 
2 the efficient and economical use of wagon stock available. 
Now a part of the table 3 shows wagon kilometres per 
1. R.R. Nanda, Railway Accounts and Administration, Bahri, 
and Brothers Publisher, Delhi, 1987, p. 731. 
2. Ibid, p. 731. 
207 
wagon day from 1950-51 to 1985-86 of broad gauge as well as 
metre gauge. In the table, percentage is calculated on the 
basis of the previous year. In 1950-51, the wagon kilometres 
per wagon day on broad gauge was 62.3 which rose to 7A.5 in 
1955-56, an increase of 19.58 per cent over the previous year. 
From 1955-56 to 1960-61 the wagon kilometres per wagon day went 
up from 74.5 to 76.9, a rise by 3.22 percent over the previous 
year. This increase in wagon kilometre per wagon day has been 
on account of quick service of marshalling yards and adequate 
loading. 
Again from 1960-61 to 1965-66 a decline was recorded in 
wagon kilometres per wagon day i.e. from 76.9 to 7 3 . 2 , a 
decrease by 4.81 per cent over the previous year. This situa-
tion continued for three successive years. Similarly, from 
1965-66 to 1968-69 the wagon kilometres per wagon day came 
down from 73.2 to 72.5, a decline by 0.96 per cent over the 
previous year. The same situation was constant till 1973-74 
and from 1968-69 to 1973-74, wagon kilometres per wagon day 
declined from 72.5 to 67.2, a slump by 7.31 per cent over the 
previous year, due to delays at stations when loading was going 
on and decrease in the average speed of goods trains. 
But this situation improved during the period from 
1973-74 to 1977-78. The wagon kilometres per wagon day 
increased from 67.2 to 81.9, a rise by 21.88 per cent over the 
2 0 8 
previous year. Again due to delays in marshalling yard, this 
figure came down from 81.9 to 73.4 in 1977-78 to 1960-81, a 
decline by 10.38 per cent over the previous year. 
During 1980-81 to 1983-84 the wagon kilometres per wagon 
day increased from 75.4 to 88.7, a rise by 20.84 per cent over 
the previous year. This trend has been continuing till now. 
From 1983-84 to 1984-85 wagon kilometres per wagon day went up 
from 88.7 to 90.8, a rise by 2.37 per cent over the previous 
year. Again from 1984-85 to 1985-86 the wagon kilometres per 
wagon day went up from 90.8 to 97.8, an increase by 7.71 per 
cent over the previous year. The overall increase from 1950-51 
to 1985-86 of wagon kilometres per wagon day stood at 56.98 per 
cent. This increase has been due to more traffic and increase 
in the average speed of goods trains. 
Wagon Kilometres per V/agon Day of Metre Gauge: 
Table 3 also shows the wagon kilometres per wagon day 
of metre gauge from 1950-51 to 1985-86. During 1950-51 the 
wagon kilometres per wagon day was recorded at 50.2 which came 
down to 45.9 in 1955-56, a decline by 8.57 per cent over the 
previous year. Similarly from 1955-56 to 1960-61 the wagon 
kilometres per wagon day increased from 45.9 to 51.6 a rise by 
12.42 per cent over the previous year. From 1960-61 to 1965-66, 
the wagon kilometres per wagon day of metre gauge went up from 
51.6 to 60.1, a rise by 16.47 per cent over the previous year 
2 0 9 
due to Introduction of a quicker system of marshalling yards. 
From 1965-69 to 1968-69 the wagon kilometres per wagon 
day came down from 60,1 to 58.8, a decline by 2.17 over the 
previous year. Again the same trend continued from 1968-69 
to 1973-74; the wagon kilometres per wagon day came down from 
58.8 to 50.8, a slump by 13»61 per cent over the previous year 
due to delays in marshalling yards. But this situation improved 
during the period from 1973-74 to 1977-78 and wagon kilometres 
went up from 50.8 to 57.5, a rise by 13.19 per cent wagon kilo-
metre's per wagon day over the previous year. 
From 1977-78 to 1980-81 due to less traffic offering, the 
wagon kilometres per wagon came down from 57.5 to 47.3» a slump 
by 17.74 per cent over the previous year. From 1980-81 to 
1983-84 an increasing trend was recorded and this trend has 
continued till now, due to various reasons. From 1980-81 to 
1983-84 the figure went up from 47.3 to 49.4, a rise by 4.44 
per cent over the previous year. From 1983-84 to 1985-86 the 
wagon kilometers per wagon day went up from 49.4 to 50.3, an 
increase by 1.82 per cent over the previous year . The overall 
increase of wagon kilometres per wagon day from 1950-51 to 
1985-86 stood up 17.13 per cent. This increase has been due to 
increase in the average speed of goods trains and more traffic 
offering. 
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Thus by going through these fignres of wagon kilometres 
per wagon day of different years, it can be said that there has 
been a lot of improvement in the wagon kilometres per wagon day 
since regrouping, which is an indication of improvement in 
efficiency of Railway in both metre as well as broad gauge. 
Graph 'D' shows the wagon kilometres per wagon day of different 
years in which except for few years there has been an all-round 
increasing trend after regrouping. 
(iv).The growth of passenger and freight traffic since 
regrouping: 
Growth of passenger traffic is presented in terms of 
passenger kilometres and passenger originating whereas the 
growth of freight traffic is shown in terms of net tonne kilo-
metres and tonnes originating. Firstly, we would like to define 
these terms so that it would be easier to understand the table 
interpretation. 
Passenger Kilometres; 
It is a unit of measure of passenger traffic corresponding 
to the conveyance of passengers over a distance of one kilometre. 
It is a primary unit representing earning. 
Passenger Originating; 
Number of passengers booked from each gauge of the 
railway. 
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Net Tonne Kilometres: 
This is a measure of goods traffic which represents the 
transport of one tonne of goods over one kilometre. 
Tonnes Originating: 
This represents goods in terras of tonne loaded from all 
-1 gauges of the Railway. 
Table A shows the growth of passenger as well as freight 
traffic in different terms as discussed earlier. Table 4 shows 
passenger traffic in terms of originating passengers in million 
from 1950-51 to 1985-86. During 1950-51, the originating 
passenger traffic was 1284 million, which declined in 1955-56 
by 1275, a decrease by 0.70 per cent over the previous year. 
Similarly from 1955-56 to 1960-61 the originating passenger 
traffic went up from 1275 to 1594 million, a rise by 25.02 
per cent over the previous year. 
Again from 1960-61 to 1965-66 the originating passenger 
traffic rose from 1594 to 2082 million, an increase by 30.61 
per cent over the previous year. In the same manner from 
1965-66 to 1970-71 originating passenger traffic increased 
from 2082 to 2431 million, a rise by 16.76 per cent over the 
previous year due to increase in population and existence of 
new business. This trend continued till 1980-81, 
1. R.R. Nanda, Railway Accounts and Administration, Bahri 
Brothers, Delhi, 1987, p. 728. 
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From 1970-71 to 1975-76 the originating passenger tra-
ffic went up from 2431 to 2945 million, a rise by 21,14 per cent 
over the previous year. From 1975-76 to 1980-81 the total number 
rose from 2945 to 3613 million, an increase of 22.68 per cent 
over the previous year. This increase in traffic has been due 
to increase in occupation and travel habit. From 1980-81 to 
1985-86, the originating passenger traffic declined from 3613 
to 3A33 million, a slump by 4.98 per cent over the previous 
year on account of the Railway authority's imposition or 
restrictions on short distance travellers and reducing stops 
af trains on short distance, leading to the diversion of this 
short distance ttraffic to road transport. This act of imposing 
restrictions on short distance traffic by the Railway authority 
was part of the Central Government policy of ensuring balanced 
development of all modes of transport including the Railway 
and the Road. The overall average of originating passenger 
traffic from 1950-51 to 1985-86 however increased by 167.37 
per cent. 
Table 4 also shows the growth of passenger traffic in 
terms of kilometres in millions from 1950-51 to 1985-86. In 
1950-51 the passenger kilometres recorded 66517 mjblllon, as 
against 1955-56 61400 million, a decline by 6.19 per cent over 
the previous year. Again from in 1960-61 to 1965-66 the growth 
of passenger traffic in terms of passenger kilometres Increased 
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from 77665 to 96294 million, a rise by 25.99 per cent over the 
previous year. This increasing trend started from 1955-56 and 
has been continuing till now. 
From 1965-66 to 1970-71 the growth of passenger kilo-
metres went up from 96,294 to 118,120 million, a rise by 22.67 
per cent over the previous year. Again from 1970-71 to 1975-76 
the passenger kilometres rose from 118,120 to 148,761 million^ 
a rise by 25.94 per cent over the previous year. From 1975-76 
to 1980-81 the passenger kilometres increased from 148,761 to 
208,558 million, an increase by 40.20 per cent over the previous 
year. In the same manner from 1980-81 to 1985-86 the growth of 
passenger kilometres traffic went up from 208,558 to 240,614 
million, a rise by 15.37 per cent over the previous year. The 
overall increase in the passenger kilometres from 1950-51 to 
1985-86 has been 261.73 per cent. This passenger kilometres 
increase has been due to establishment of new industries, 
expansion of trade and greater complexity of business environ-
ment. People have also become habitual of travel. Tourist 
places are also one of the reasons for increase in passenger 
traffic. Thus after regrouping, the capacity of the Railway 
has increased to face this growth of passenger traffic and 
this is because of the effective management system. Graph 'E' 
shows the increase in passenger traffic of different years in 
which a downward trend is recorded in recent years. 
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Grov/th in Freight Traffic; 
A part of Table 4 also shows the growth of freight 
traffic in terms of originating tonnes and net tonne kilometres 
in millions before and after regrouping, that is, from 1950-51 
to 1985-86. 
In 1950-51 the freight originating tonnes was 93 million 
tonnes which went up in 1955-56 to 115.9 million tonnes, a ris6 
by 24.62 per cent over the previous year. Similarly from 1955-56 
to 1960-61, the originating tonnes of freight went up from 115.9 
to 156.2 million tonnes^a rise by 34.77 per cent over the 
previous year. From 1960-61 to 1965-66 the originating tonnes 
went up from 156.2 to 203 million tonnes, a rise by 29.26 per 
cent over the previous year. 
Again from 1965-66 to 1970-71, the freight originating 
tonnes declined from 203.0 to 196.5 million, a slump by 3.70 
per cent over the previous year. This decline in the originating 
tonnes of freight traffic has been due to drought and high bank 
rate, that have affected agricultural as well as industrial 
production. From 1970-71 to 1975-76, the situation slightly 
improved; the originating tonnes increased from 196. 5 to 
223.3 million, a rise by 13.64 per cent over the previous 
year. But :)ust after a few years the same situation prevailed 
and a decline was recorded; from 1975-76 to 1980-81 the 
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originating tonnes of freight went down from 223.3 to 220 
million tonnes, a drop by 1.48 per cent over the previous year 
due to decrease in commodities like mineral, oil, ore, sugar, 
iron, steel, cement, stone, cotton etc. 
From 1980-81 to 1985-86 the originating tonnes increased 
from 220 to 286.4 million, a rise by 30.18 per cent over the 
previous year. The overall increase in originating tonnes of 
freight traffic from 1950-51 to 1985-86 has been 207.96 per cent. 
This phenomenal growth in originating tonnes of freight traffic 
has been because of establishment of new industries and increase 
in production, good crops, and increasing export, etc. 
Table 4 also shows the growth of freight traffic in 
terras of net tonne kilometres from 19^0-51 to 1985-86. In 
1950-51 the net tonne kilometres was 44,117 million which 
increased to 59,576 million in 1955-56, a rise by 35.04 per cent 
over the previous year. In the same manner from 1955-56 to 
1960-61 the net tonne kilometres of freight went up from 
59,576 to 87,680 million, an increase by 47.17 per cent over 
the previous year. Again from 1960-61 to 1965-66 the net tonne 
kilometres freight rose from 87,680 to 116,936 million, an 
increase by 33.37 per cent over the previous year. 
From 1965-66 to 1970-71 the net tonne kilometres freight 
growth rose from 116,936 to 127,358 million, an increase by 
8.91 per cent over the previous year. There is all roimd 
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improvement in net tonne kilometres of freight traffic since 
regrouping till at present. From 1970-71 to 1975-76 the net 
tonne kilometres freight increased from 127,358 to 148,219 
million, rise by 16.38 per cent over the previous year. The 
net tonne kilometres of freight traffic during 1975-76 to 1980-81 
increased from 148,219 to 158,474 million, a rise by 6.92 per 
cent over the previous year. From 1980-81 to 1985-86 the net 
tonne kilometres rose from 158,474 to 205,904 million, an 
increase by 29.93 per cent over the previous year. The overall 
percentage from 1950-51 to 1985-86 of net tonne kilometres of 
freight traffic rose to 366.72. The reason of increase in 
freight traffic in terms of net tonne kilometres has been on 
account of increase in agricultural and industrial production. 
By going through these data, it is noticed that passenger 
as well as freight traffic have steadily improved over the years 
except for a few years in which passenger traffic came down. 
Obviously, since regrouping, the railway management has been 
able to cope with the growth of traffic; and that has been due 
to a more efficient and effective system of organisation. 
Graph 'F* represents the growth of freight traffic since 
1950-51. It shows a steadily increaseing trend except for a 
few years
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(v) A Comparison of Freight revenue earning traffic; 
Indian Railways achieved a massive increase in freight 
traffic earning. Table 5 shows the revenue earning traffic 
before and after regrouping. Before regrouping, that is, in 
1950-51 the revenue eaniing traffic carried 73.2, million only 
in 1955-56 this figure rose to 92.2 million, an increase by 
25.96 per cent over the previous year. Similarly from 1955-56 
to 1960-61 the revenue earning traffic further increased from 
92.2 to 119.8 million, a rise by 29.93 per cent over the 
previous year. 
From 1960-61 to 1965-66, the total revenue earning 
traffic increased from 119.8 to 162 million; the traffic rose 
by 35.23 per cent over the previous year. The increasing trend 
has continued since 1950-51 till now; except for a short span 
of one year (1980-81) there has been all round development all 
through and no fluctuations have been recorded in this regard. 
From 1965-66 to 1970-71 the total revenue earning traffic went 
up from 162 to 167.9 million, a rise by 3.64 per cent over the 
previous year. From 1970-71 to 1975-76 the revenue earning 
traffic went up from 167.9 to 196.8 million, a rise by 17.21 
per cent over the previous year. 
The revenue earning traffic from 1975-76 to 1980-81 came 
down from 196.8 to 195.8 million, a decline by 0.46 per cent 
over the previous year due to less production of agriculture 
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and industries. Again from 1980-81 to 1985-86 the revenue 
earning traffic went up from 195.9 to 258.5 million, a rise by 
51.96 per cent over the previous year which is a remarkable 
achievement for the Indian Railways. The overall increase in 
revenue earning traffic from 1950-51 to 1985-86 is 253.14 
million. The last two years of this period really witnessed 
a phenomenal growth in revenue traffic. It crossed the target 
set by the Planning Commission. 
Table 5, also shows total freight traffic movement from 
1950-51 to 1985-86, for which the percentage of increase and 
decrease has been calculated. The total freight traffic carried 
93 million in 1950-51, which went up to 115.9 million in 1955-56, 
an increase by 24.62 per cent over the previous year. In the 
same manner from 1955-56 to 1960-61 the total freight traffic 
went up from 115.9 to 156,2 million, a rise by 3A.77 million 
over the previous year. Again from 1960-61 to 1965-66 the total 
freight traffic went up from 156.2 to 203 million, a rise by 
29.96 per cent over the previous year. 
From 1965-66 to 1970-71 the total freight traffic slumped 
down from 203 to 196.5 million a decrease by 3.20 per cent over 
the previous year due to the failure of the Railways on a number 
of fronts-complete loss of packages, including loss of wagon 
load consignments, provision of railway protection force,transit 
loss insecurity and delay in transit. As a result of all this 
several high value commodities adopted road traffic and the 
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total freight traffic during this period came down. 
After some time this situation again improved and the 
railway authority became alert. Between 1970-71 to 1975-76, 
the total freight traffic increased from 196.5 to 223.3 million, 
a rise by 13.64 per cent over the previous year. Again from 
1975-76 to 1980-81 the total freight traffic again came down 
from 223.3 to 220 million, a decline by 1.48 per cent due to 
the same reason as mentioned above. From 1980-81 to 1985-86, 
the total freight traffic broke all the previous records by 
carrying 220 to 286.4 million showing a rise by 30.18 per cent 
over the previous year. The overall increase from 1950-51 to 
1985-86 was 207.96 per cent. This is one of the biggest 
achievements for Indian Railways and it is hoped that this 
upward trend will continue in the current year. 
From 1986-87, the target for revenue earning traffic 
fixed by the Planning Commission is 267 million and the target 
fixed for total traffic is 294 million. The Indian Railway has 
taken up this challenge and decided that the target should again 
be exceeded by a handsome margin. An attempt is being made by 
the Railway men to cross another sound target of 300 million in 
respect of total freight traffic carried. During 1986-87 the 
trend of traffic so far clearly indicates that the Indian 
Railways will again establish a new landmark in the history 
of Indian Railways and the total traffic carried will not only 
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cross 300 million but also may achieve a level of near about 
304 million tonnes during the current year. 
Since regrouping, all this improvement has been on account 
of a healthy environment created and emphasis being laid on 
productivity, accountability, and better work culture. Due to 
the sound fiscal measures, the economy also has improved and 
this has enabled other sectors to offer more traffic to the 
Railways. Graph 'G' represents the revenue earning traffic 
in which an all-round increasing trend is recorded. 
(vi) The Railway Efficiency can also be evaluated by going 
through the working area of Railways that includes 
serviceability of equipment, safety in travel, punct-
uality of train service, passenger amenities etc. 
Speed of Trains: 
The speed of trains is also one of several indicators 
of efficiency. Actually the speed of a train is not only the 
velocity at which a particular train runs but it has multi-
farious implications in the Railway terminology. These may 
be maximum permissible speed, booked speed, average speed 
restricted speed, united speed, commercial speed, overall 
speed, and so on. 
The average speed of a goods train before regrouping, 
that is in 1950-51 was 17.4 kilometre per hour which rose to 
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22.3 kilometre per hour in 1985-66, an increase by 28.16 per cent 
on broad gauge. Again the average speed of a goods train on 
metre gauge was 15.0 kilometre per hour in 1950-51 but in 
1985-66 it went up to 16.7 kilometre per hour showing a rise 
-1 by 11.33 per cent. 
During 1950-51 the speed of freight trains on Broad gauge 
was 65 kilometre per hour which increased to 75 kilometre per 
hour in 1985-86. This speed is further expected to increase to 
100 kilometre per hour by 200 A.D. In the same manner the speed 
of passenger trains went up from 100 to 130 kmph on broad gauge 
2 
and it is further expected to reach 160 kmph by 2000 A.D. 
The overall figures of goods train and passenger train speed 
show considerable improvement. Still there is need to improve 
the speed of trains. 
Passenger Amenities; 
The provision of adequate and improved passenger ameni-
ties continued to receive sustained attention after regrouping. 
Maximum emphasis was laid on improving the availability of coal 
and portable drinking water at stations and on trains. Apart 
from providing containers in II AC coaches and jerry cans in I 
class and II class coaches even mobile watermen were deployed 
1. Indian Railways, Year Book. 1985-86. p. 79. 
2. S.M. Valsh, Indian Railways, Journal^Railway Board, 
December, 1986, p. 5. 
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in certain running trains to serve in hot weather. Adequate 
availability of drinking water at stations and its service to 
passengers are also given close attention. 
The system of supply of travel bags (bed rolls) was also 
improved. A passenger can now indicate his requirement of tra-
vel bags in his request for reservation itself. The quality 
of linen and pillows and the washing arrangement for the line 
were also improved. 
From the year l986-87» 33 more water coolers were 
installed at Railway stations and out of the total number of 
7092 stations on Indian Railways as an 31.3.1986, 6178 stations 
have been electrified. The remaining stations would be electri-
fied in due course on a programmed basis subject to availability 
1 
of funds and the norms prescribed for the same. After regroup-
ing a lot of facilities have been provided to passengers in the 
form of passenger amenities. 
Punctuality: 
A normal man can understand the operating efficiency of 
railways from the point of view of punctuality with which the 
passenger trains and goods trains leave station and reach 
their destination including intermediary stoppages. The main 
reasons for failing punctuality are increase in density of 
1. Annual Report and Accounts, Ministry of Transport, Railway 
Board, 1985-8b, p. 15. 
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traffic, displaced crossings, engine failures, accidents and 
derailments, engineering restrictions, remodelling of yards 
excessive chain pulling, increase in the length of Journeys, 
unnecessary detention due to non-availability of line etc. 
In 1955, the estimate committee of parliament suggested 
a target of 90 per cent punctuality ratio for all trains, 85 
per cent for the mail trains and 95 per cent for electric sub-
urban trains and 90 per cent for other passenger trains. 
The punctuality ratio on broad gauge of Indian Railways 
was 77.99 per cent in 1955-66, whereas in 1965-66 it was 87.75 
per cent and in 1968-69 84.31 per cent; on metre gauge it was 
71.43 in 1950-51 and 75.14 per cent in 1968-69. The overall 
punctuality ratio of Indian trains was 85.61 per cent, the 
ratio of mail and express trains was 84.52, suburban trains 
98,28 and other passenger trains only 81.45 per cent in 
1968-69.^ 
The overall punctuality of Mail/Express trains on the 
Indian Railways during the year 1985-86 averaged 79.5 per cent 
on broad gauge and 86.3 per cent on the metre gauge as compared 
to 76.6% and 89.4% respectively during the year 1984-85. These 
figures have been computed on the basis of trains arriving at 
destination at the right tirae.^  
1. J.K, Jain, Transport Economics, Chaitanya Publishing House, 
Allahabad, 1973, p. 234. 
2. India. 1970, p. 40. 
3. Annual Reports and Accounts, Ministry of Transport, Railway 
Boacd, New Delhi, 1985-86, P. 12. 
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Since regrouping the railway has been improving in 
respect of punctuality. To remove bottlenecks in maintaining 
punctuality, caused by increasing traffic, not merely the 
number of coaches in various trains have been increased, but 
two hundred trains are being run on special occasions. These 
steps have ensured easy flow of traffic and punctuality. 
Summing up i 
This chapter deals with the efficiency of the railway 
after regrouping. Different tools have been used to measure 
the efficiency of the railways such as operating ratio, net 
tonne kilometres per wagon day, and net tonne kilometres per 
engine hour and wagon kilometres per wagon day etc. 
The most significant aspect of the Railway is better 
financial results that have been the product of increased 
efficiency in the railways which have been reflected in the 
operating ratio of working expenses to gross traffic receipts. 
This ratio, which was as low as 81 per cent in 1950-51» went up 
to 96.7 per cent in 1980-81, which reveals, deterioration in the 
efficiency of the railway working and is an indication of the 
failure of economic measures. But after some time this situa-
tion improved and there was steady rise in the efficient 
working of the organisation. In 1980-81, the operating ratio 
was 96.7 per cent which dropped to 90.58 per cent in 1985-86 
,227 
and it is expected that it would become much smaller in the 
coming financial year. This shows that the efficiency of the 
Railways has increased in recent years. 
Secondly, the net tonne kilometres per wagon day is 
considered as one of the most powerful and comprehensive index 
of the Railway efficiency, which reflects not only the mobility 
of wagons but also their payloads. The net tonne kilometres 
per wagon day in 1950-51 was 710 tonnes, which rose to 1296 in 
1985-86 on broad gauge, an increase of 82,53 per cent. In the 
same manner the net tonne kilometres per wagon day on metre 
gauge was 30A tonnes in 1950-51 which rose to 677 tonnes in 
1985-86, an increase by 122,69 per cent. The average load per 
wagon in terms of 4 wheelers also increased considerably from 
16.3 tonnes in 1950-51 to 19.6 tonnes in 1985-86 on the broad 
gauge and from 7.8 tonnes to 15.6 tonnes on the metre gauge 
during the same period. Thus as an efficiency indicator, the 
net tonne kilometres per wagon day has been increasing signifi-
cantly in the recent years. 
The efficiency is also assessed through a comparison 
of passenger and freight traffic before and after regrouping. 
The total number of passengers carried was only 1285 million 
in 1950-51; it rose to 3433 million in 1985-86 and is likely 
to become 3632 million in 1986-87, which will be an increase 
of 282 per cent. Similarly, the freight loading in 1950-51 was 
93 million tonnes which had stood at 285 million tonnes in 
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1985-86 as originating freight and created a record in all the 
previous year . From 1986-87 Railways have continued to load 
increasing freight traffic each month higher and hope to reach 
all time maximum of 305 million tonnes by the end of this year. 
Thus the progress made by the Railways during these years has 
been quite remarkable especially during the last two years. 
The performance of Railways is also checked by going 
through the revenue earning traffic before and after regrouping. 
From 1950-51 the total revenue earning traffic was Just 73 
million tonnes and the originating freight traffic was also 
93 million tonnes. During 1985-86 the revenue earning traffic 
rose to 258.55 million tonnes and the total originating freight 
traffic carried by the Railways to 286.4 million tonnes which 
amounts to an increase of 354 per cent. During 1985-86 the 
revenue earning traffic not only crossed the target of 250 
million tonnes but exceeded it by 6.55 tonnes. The revenue earn-
ing traffic carried during this year was 258.53 million tonnes, 
which was an increase of 22.11 million tonnes over the preceding 
year, an increase of almost 9.36 per cent. This was a remarkable 
achievement for the Indian Railways and it is hoped that it 
would be followed up in the coming years also. 
The efficiency of the Railway is also examined by going 
through the working area of the railways that include service-
ability of equipment, safety in travel, punctuality, of train 
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services, passenger amenities etc. Since regrouping, all these 
operational areas of railway have been steadily improving and 
establishing new records of their performance. 
All these improvements have been made since regrouping 
because regrouping has created healthy environment, with more 
emphasis on productivity, accountability and better work culture 
etc. The Minister of Hallways has not only been reviewing 
performance periodically but also giving guidance and encoura-
gement whenever a good thing is done. All the Officials and 
staff of all branches of the Railways have also put up 
excellent work with dedication and sincerity and in a team 
spirit. Therefore, because of all these factors, the Railway 
efficiency has increased. But there is still need to gear up 
its efficiency so that it would be one of the best world 
Railway. For this purpose a number of changes in its operation 
have to be considered. 
There are a number of measures for improving the effi-
ciency of the Railway system. It is admitted that there are a 
number of factors, both external and internal, which affect 
efficiency at various levels. 
Today India can claim to have the third largest scientific 
and technical manpower in the world, but in terms of efficiency 
it is treated as 12th among the industrialised nations. The 
low efficiency or productivity is a matter of great concern 
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to the management. It is well known that efficiency depends 
upon many factors and one of the most important of them is the 
application of knowledge acquired by employees in performing 
their jobs with the available resources in the best possible 
manner and in the shortest time. 
Leadership comes from knowledge and knowledge is power. 
Knowledge has to be reaffirmed, re-learnt and re-practised all 
the time. Knowledge has to progress to remain knowledge. Work 
will appear to be more worthwhile, if the workers are able to 
co-operate and co-operation demands knowledge; the executive's 
strength willlie in his personality and intellectual sharpness. 
The quality of advice, its somdness and wisdom, the clearness 
of his analysis and the manner in which he offers it indeed play 
a significant role in the efficient working of an organisation.^ 
One major factor which affects the railway's efficiency 
in terms of wagon turnround is delay in the release of wagons 
by the rail users. So in this connection first of all, an 
incentive scheme should be instituted to bring down the turn-
round time of wagons by reducing delays in loading^unloading, 
classification, scheduling etc. so that the wagon immobility 
component, which is nearly 80 per cent of turnround time at 
present, goes down and better utilisation of wagon capacity 
1. C.L. Bandyopadhyay, Indian Railways>Journal, June, 1987» 
p. 14. 
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resiilt. Along with this advising users about the methods to be 
adopted for improving turnround of wagons is needed. As a 
result of certain steps taken by Tata Steel the turnround was 
reduced from 2 days to 1.63 days in absolute terms which meant 
a daily reduction of holding by 400 wagon. 
To improve the efficiency, there is urgent need to 
redesign coaches and update technology for their manufacture 
New design coaches which should be longer and lighter in weight 
and with a speed capacity of 160 km/hour should be manufactured. 
Introduction of an integrated approach to handle commo-
dities that can be moved in bulk such as steel, coal, food-
grains, etc., will not only bring in more revenue but will 
improve the movement pattern. 
For improving productivity of freight wagons, it is 
necessary to introduce special type of wagcais for bulk movement 
of coal and cement. This would improve wagon utilisation by 15 
to 20 per cent. The design of the freight traffic should also 
be updated to increase the speed potential of freight trains 
and to reduce maintenance costs and to tackle problems now 
being faced with the current design. Future wagons should also 
be manufactured out of cold-rolled high tensile steel, to reduce 
their rate weight and to improve the pay load. 
At present the increasing level of traffic on the 
existing routes requires upgradation of the track structure. 
Heavier high-tensile steel, long welded rails, concrete sleepers 
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should be laid on all track and other important routes. A 
nia;jor programme of improving track ballast and formation to 
reduce track maintenance costs should also be initiated. Track 
maintenance and track renewal work should be planned and inten-
sified to achieve improved quality of repair works and increased 
productivity with minimum interference with running of trains. 
For running long route trains on the existing route, 
the signalling equipment needs to be modernised for improving 
efficiency. Electronic solid state signalling and safety devi-
ces should be introduced to reduce operating time and to 
improve safety standards. The provision of automatic signal-
ling should also be introduced on every busy route, which 
would help to generate additional line capacity at the 
minimum cost. 
To improve the efficiency, the chargeable weight concept 
should be modified depending on the suitability of the wagon. 
A case in point is the box wagon recently used for movement 
of coal. It has a chargeable weight capacity of carrying 
capacity + 4 tonnes which can not be attained in practice. 
Management of Railway infrastructure including wagon 
locomotives etc., can be significantly improved by a computer-
based operating information system for freight management. 
This system would optimise allocation of empty wagons for 
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re-loading by minimising empty haulage. This would help the 
Railways to significantly improve the quality of service by 
providing up-to-date information regarding allocation and 
movement of wagons to the users. 
In order to improve internal efficiency of the Railway, 
introduction of computer is urgently needed. The existing 
system of using computers for certain management functions in 
Zonal Headquarters and the production unit should be extended 
at various levels. It will be more profitable in the interest 
of the railway if a new computer system is installed in the 
Research Design and Standard Organisation at Lucknow to improve 
the effectiveness of research activities. Computers should 
also be introduced in all Divisions, repair workshops, major 
storesf depots, locomotives sheds etc. to improve efficiency 
and reduce costs. 
CHAPTER - VII 
SUMMARY, CONCLUSIONS AND SUGGESTICTJS 
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CHAPTER ~ VII 
SUMMARY, CONCLUSICNS AND SUGGESTIOJS 
The development of basic transport infrastructure is 
one of the necessary inputs for any developing economy. It 
has to meet the demand of core sectors like steel plants, 
powerhouses, coal movement etc. It carries food to the 
hungry and drought affected areas, raw material to the 
industries, finished goods to the market for the prosperity 
of the nation. Railways in India carry nearly 80 per cent 
of the country's total freight traffic ai)d about 60 per cent 
of passenger traffic and the rest of the traffic is being 
carried by other means of transport. They provide a rela-
tively cheap and fast transport for men and material. Today 
they are not only a vehicle of transportation but also an 
essential instrument for economic development and general 
well-being of the nation. 
Indian Railways have a route kilometre of 61,836 of 
which 6,517 kilometres or about 10.5% has been electrified. 
They run about 11,000 trains and carry 9x41 million passengers 
daily. They have 3,59,614 wagons, 9,920 locomotives, 30,666 
vehicles, and 7,092 railway stations. Indian Railways together 
constitute one of the biggest public sector undertakings in the 
country and employ more than 17 lakh people in different 
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capacities. 
Indian Railways have been divided into nine Zones and 
these Zones have been further divided into fifty four divisions 
for internal administration. Indian Railways constitute Asia's 
largest and the world's second largest state - owned Railway 
system under a single management. 
In the beginning, when the railways were introduced in 
India, the Government lacked sufficient funds to pursue const-
truction and make available rolling stock, and so, railways 
were privatised with Government guarantee for a fixed rate of 
return. The management and control of these companies was in 
the hands of the Central Government. Later due to certain 
reasons, state construction of railways was taken up and a dis-
tinction was made between political and commercial lines. 
Changes in the political system of the country have 
also brought about changes in its industrial policy. The 
Industrial policy Resolution of 1948 emphasised total govern-
ment takeover of the Railways and as such control and management 
were given to a separate Department of the Central Government. 
Indian Railways are owned and managed by the Central 
Government under the supervision of the Union Minister of 
Transport assisted by a Minister of State for Railways who 
looks after the department of Railways. The responsibility 
of managemeit is entrusted to the Railway Board under the 
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overall supervision of the Minister of Railways. The transport 
Minister is accountable to the Parliament for efficient adminis-
tration and working of the Railways. At present the Railways 
have a departmental form of management. They help in maintain-
ing the integrity of the nation by linking different parts of 
the country. But the chances of political misuse can not be 
ruled out under such form of management. For example, it is 
possible to misuse the railways services to suit the require-
ments of the ruling party by providing more and more railway 
services to a particular region. The political control 
exercised in this form goes against the spirit of a commercial 
undertaking. 
Another limitation of the departmental form of manage-
ment is its being bound by normal civil service conditions and 
discipline. The Railway Board has a separate service commi-
ssion which recruits its own personnel according to its own 
requirements and hence Railway services are not inter-
changeable with other Indian services because of their func-
tional specialisation. 
In 1905 the Railway Board was created to manage and 
administer the Indian Railway. At present, in the adminis-
tration hierarchy of the Railways, the Board is the highest 
body to look after the managerial, technical, supervisory and 
directional tasks of the Railways. It is at the same time a 
Department of the Ministry of Transport of the Government of 
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India, responsible for planning, development, construction, 
maintenance and operation of the Railways and acts in co-ordi-
nation with the planning commission and other ministries. At 
present the Board consists of a Chairman, Financial Commissioner 
and four other Members. 
Most of the public undertakings run on commercial lines 
are directed by a group of men who function as a Board. A 
Board has to function collectively to direct, decide and 
supervise the running of an organisation. Thus the Board is 
a group of men who are required to function collectively in 
all matters falling within their Jurisdiction. But in a 
departmental Board like the Railway, the Minister is the 
supreme authority and takes all important decisions and the 
Board only interprets these decisions and implements them. 
Thus the Board acts on the line prescribed by the Ministry 
concerned. The present Railway Board has a similar status 
and comes only next in the administration. It is the Minister 
who formulates all policies and decides all matters. The 
technical policies which are formulated by the Board are in 
fact subpolicies which aim at facilitating the execution of 
the main policies formulated by the Minister. Thus the Railway 
Board does not function as a policy-making Board which is its 
main function. 
The principles of selection to the Board are not well-
defined and seem to be defective. Too much weightage is 
,238 
given to seniority. Although seniority may be a sound cri-
terion but to ignore merit may not serve a fruitful purpose. 
As rightly said by Herbert Morrison, the Board should be 
composed of the best brains that we can get. Herbert Morrison's 
view is quite relevant to the composition of the Railway Board. 
Thereafter recruitment policies of the Board need to be refor-
mulated if it wants to assert its functional autonomy. 
It is further suggested that the Board should be re-
organised. The Board Members should be given an opportunity 
to exchange their ideas with people having a lot of business 
experience; it will certainly prove beneficial to the organi-
sation. An outsider can be nominated to the Board with busi-
ness experience without regard to seniority. The Board may 
thus obtain the services of those who are experts in business 
in running public sector industries and University people 
whose experience would prove valuable to it. 
The present practice of nominating to the Board Members 
who are on the verge of retirement is not sound. The Minister 
can hardly expect to get the right type of suggestions from 
Members who have reached their retirement age. Thus the 
appointment to the Board should not be made solely on considera-
tion of seniority and Members should be re-appointed for fixed 
tenures. A fixed term attracts a smooth flow of outsiders on 
the Board and creates a sense of stability in the office for 
the Members. 
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In 1950-51, the whole Railway system was divided into 
six zones for efficient management and control. After a 
short while it was felt that these zones were not properly 
regrouped and had some imbalance in management. Again from 
1955 to 1966 further re-organisation was made in which three 
more Zones came into existence so that the present number of 
these Zones is nine. 
Railway management prior to regrouping was based on 
the Divisional and Departmental system. In some Railways, 
the" regional system was also going on. The Railway Board 
appointed Efficiency Bureau to examine which method would 
be more suitable in the Zonal Railway for lower administration. 
After a detailed study of both the methods, the Effi-
ciency Bureau reached the conclusion that the Divisional system 
would be most suitable for the present railway Zones. It 
expressed the view that the Divisional system would be more 
efficioit and economical for the running of the Railways. 
Thereafter the Divisional system was completed in all nine 
Zones in 1969. Recently three more Divisions have been appro-
ved by the Railway Board for which preparation of their estab-
lishment is going on in Ambala, Bhopal and Malda. 
As regards the workload of the Zones, the efficiency 
Bureau stated that due to development in economic activities 
the workload of the present Zones had become extremely heavy 
specially in five Zones which are located in the main business 
,240 
and industrial centres like the Central, Eastern, Northern, 
South Eastern and Western Zonal Railways. There are some 
development projects which are already under execution or have 
been planned to be taken up in the coming years which will 
further boost up the production level of different commodities 
and as a result this will increase the further workload of 
these Zones. 
While offering suggestions, one would like to comment 
on certain things which have to be improved, for instance, 
the present methodology which is used for determining the 
workload index of a Zone is not correct in certain respects; 
it does not take into consideration, the pressure on manage-
ment on account of the poor law and order situation, unconge-
nial industrial relations etc. This methodology should be 
carefully reviewed. 
The existing optimum workload index of a Zone as 125 
and that of a railway Division as 100 were laid down quite 
some time back by the Efficiency Bureau. This index needs 
to be reviewed. Now since the impact of modernisation on 
Railway assets and equipments has increased their workload 
capacity, it is advisable that the optimum value of the work-
load index of a railway zone should be redetermined and should 
now be taken as 150 for a Zone and 125 for a Division respec-
tively. It is also suggested that certain things, which have 
not yet been considered in determining the workload index. 
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should also be included, like the geographical sprawls of the 
existing Zones and Divisions, the pattern of their traffic 
flows and the profile of their manpower. They should also 
be taken into account while formulating any scheme of their 
regrouping and re-organisation. 
In the interest of the optimisation of their efficiency 
and productivity, regrouping of these Railways is once again 
important to tackle with the increasing workload. Any further 
delay would only prove detrimental to Railway efficiency and 
would affect the development of both regional and national 
economy as a whole. Besides a number of suggestions have 
also been made to improve other factors which will help to 
face the increasing traffic with increasing efficiency. 
To divert the pressure of workload and to meet the 
future growth of traffic, various means have been suggested. 
One of the urgent measures in this connection is to make ade-
quate arrangement of funds and to remove the arrears of mainte-
nance, renewal and rehabilitation in respect of rolling stock, 
track and bridges, signalling and telecommunication and such 
other assets which can accelerate the speed and functioning 
of the Railway. 
This pressure can also be met with the expansion and 
modernisation of rolling stock and other machinery which will 
enable the Zones and Divisions to carry higher load, intro-
duction of four wheeler wagons of high pay load, diesel and 
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electric traction on track routes, modernisation of signalling 
and telecommunication network, provision of doubling track, 
remodelling and mechanisation of yards, new crossing stations 
etc; computerisation of freight operation and passenger 
reservation system and renewal of the old training programme 
and introduction of a new training programme with latest 
technology to improve the skills of railway workmen and managers. 
If these suggestions are implemented in a proper manner, the 
Zones and Division are bound to meet the increasing demand 
of.future traffic and workload with ease. 
Alongwith computerisation and updating technology, the 
Railway should also bring a change in the style of management. 
This is also necessary because modernisation of equipment 
brings additional responsibility on the management. The most 
important responsibility on the part of the Railway Officers 
is to manage their men effectively. If the size of manpower 
in a Division or Zone is very large, it would be quite diffi-r 
cult for the officers to supervise the personnel in the right 
direction and effectively. The composition of the Railway 
manpower should be radically changed in the future. There 
should be more progressive and skilled personnel than genera-
lists. 
The Keforms Committee of the Railway has also stressed 
the need of regrouping, keeping in view that the workloads of 
these five Zonal Railways viz.. Eastern, Central, Northern, 
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South Eastern and Western are not only excessive but also 
unmanageable. These Railway Zones would be regrouped into 
a large number of compact and business like units. The idea 
of reorgnjsation of these five Zones expressed by this 
Coramittee is as follows: 
A new railway zone, to be called North Western Railway, 
should be carved out of the existing Northern and Western 
Railways. The proposed North Western Railway should have its 
headquarters at A;jmer and should comprise Jodhpur and Bikaner 
Divisions of the Northern Railway, Jaipur and Ajmer Divisions 
and the Ratlam Division of the Western Railway. To provide 
relief to the overstrained Eastern Railway and the residual 
Northern Railway there should be one more Zone to be called 
North Central Railway. They have also given the idea of 
their headquarters in detail. Onemore Zone should be created 
to give relief to the over-strained Central and South Eastern 
Railway.'' 
The Committee also suggested that in order to economise 
expenditure on account of proposed regrouping of Zones, perso-
nnel for the new Zones should largely be found by distribution 
of personnel of the existing units. 
To meet the workload of Zones and increase the efficiency 
of personnel, it is advisable here that the planner should 
1. Report of the Reforms Committee. Railway Board, 1984, 
p. 211. ' 
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introduce special types of wagons for bulk movement of coal^ 
cement, foodgrains etc. The design of freight bogies should 
be updated to increase the speed potential of freight trains 
and to reduce maintenance costs and problems. Future wagons 
should also be manufactured to reduce their tare weight and to 
improve pay load. 
After regrouping of the Indian Railway, the concerning 
authorities took decision with regard to work force of the 
Railway. The authorities felt that the employees of the Rail-
way's are one of the most powerful inputs that can give maximum 
return in terms of efficiency and to manage the railway men in 
a proper manner was also an objective of regrouping so that 
they have made attempts to re-organise the Personnel Depart-
ment at different levels, from top to bottom to deal with them 
and to orient their minds towards the Railway's goal and this 
will increase the overall productivity of this big organisation, 
The present structure of the personnel management of 
the Railway starts from the Railway Board and ends at the 
Divisional level. In between there are various authorities 
controlling it from top to bottom. At the Railway Board which 
is an apex body a Member of Staff of the Railway Board is the 
Chief authority of the Personnel Department of the Railway 
assisted by a number of sub-ordinate officers, like additional 
Member of Staff, Director of Establishment, Adviser, Joint 
Director, Assistant Director of Establishment etc. 
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At the Zonal Headquarters level, the Personnel Depart-
ment consists of the Chief Personnel Officer and the Additional 
Deputy Assistant Personnel and others to assist him. At the 
Divisional level, the Superintendent Personnel Officer is the 
main authority and he is assisted by Divisional Personnel and 
Assistant Personnel Officer, There are also some Personnel 
Officers in the production unit and workshop of the Railways. 
The main goal of Personnel Department is to advise, 
guide and serve in matters connected with personnel management. 
It "also provides techniques of forecasting and budgeting for 
manpower needs, methods of improving the use of manpower and 
reducing labour turnover. It also performs the important 
function of recruitment, selection of railway employees. This 
department also deals with the promotion, transfer, induction, 
grievance and disciplinary procedures. 
The Personnel Department of the Railways provides 
training programmes to the Railway employees to cope with 
training and development needs. It also has a negotiating 
machinery to deal with staff members. 
There is an immediate need to bring about some changes 
in the practices of Personnel Management of the Railway, for 
instance, the present recruitment practices do not give satis-
factory results. There are various agencies and commissions 
through which recruitment takes place. In actual practice 
these commissions often delay in preparing a panel of suitable 
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candidates. Sometimes it happens that the names of selected 
candidates are received by the Railway service commission after 
a gap of four or five years. This causes difficulty in absor-
bing them because during the intervening period the staff from 
the rankers who have already been promoted on ad-hoc basis 
continue to work, and the staff and the Union naturally complain 
about the candidates selected by the Railway Service Commission. 
In this regard it is. suggested that the Railway Service Commi-
ssion should keep a panel of selected candidates readily 
available for filling vacancies. In more than one category 
and the term of the panel should be extended from two to three 
years. This may also save the Railway from a lot of expenditure 
in inviting applications and holding examinations. 
Secondly, the Personnel Department of the Railway, a 
responsible authority in matters of policy-making for recruit-
ment, should raise the standard of qualifications of Group 'C 
and Group 'D' and should make it compulsory for every employee 
of this class to have a technical Diploma or vocational course 
as the minimum condition for eligibility of service. This is 
in turn would save a lot of time in training. 
There is also an urgent need to reconstruct and rede-
sign the training programme of the Railways and to update the 
training programmes with new technological changes. This is 
the primary responsibility of the Personnel Department so 
that the working of the Railway operation may easily turn 
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towards optimum efficiency. A minor beginning has been made 
in the last few years by introducing new training technology 
through some special courses of theme-based seminars and 
Executive Development programmes. But to meet the growing 
challenges ahead on account of traffic growth and rapid socio-
economic and technological changes, it is essential to gear up 
further training programmes of the Railways so that the emplo-
yees may work efficiently to produce better results. 
Specially at the Zonal level the practice of training 
programme is not satisfactory, and it also does not fulfil 
the need of training at regylar intervals. Training as a part 
of the car-ieer development programme for every officer must 
provide a refresher course in every second year. But in 
actual practice the officers are sent for a specialised ref-
resher course when they are about to retire. 
Moreover a great drawback of training institutions is 
that sometimes it happens that the officers are appointed as 
teachers or lecturers in the training Institutions without 
any attempt at finding out the suitability of such officers 
for the teaching profession. An officer may or may not have 
the capacity to teach. Teaching is an art which requires a 
lot of experience specially in the teaching field. So that 
there should be a positive selection process for the appoint-
ment of a training school teacher or lecturer. 
The promotion programmes also have some defects. The 
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present promotion scheme for the senior scale to the Junior 
administrative grade gives much weightage to the confidential 
report. Sometimes it happens that the officers who prepare 
this report, do not like an employee for personal reasons 
although he is competent, hard working and have the ability 
to face the situation with confidence. But the confidential 
report does not favour him so that this leads to frustration 
in his career and this affects the overall morale of the 
Railway organisation. A study team of Administrative Reforms 
Commission has suggested that promotion from the Senior scale 
to the Junior Administrative grade should be made at the Zonal 
level itself. This study team has also given the opinion that 
the confidential report should not be the only determining 
factor of promotion but the authority should follow a procedure 
where merit would be the determining factor of promotion. For 
this purpose the recommendation for promotion may be made by 
a Selection Committee constituted by the Zonal Railway but a 
Senior officer of the Railway Board should be associated with 
the Selection Committee. The Committee also stressed that 
the cadre adjustment may be made by the Railway Board by 
Inter-railway transfer of officers at the early senior scale 
stage. 
Except in a few cases promotion in the Railway is based 
on seniority. Although seniority may be a reasonable criterion 
it alone should not be relied upon. Merit too has its claims. 
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Both seniority and merit should form the basis of the promotion 
policy. Here it is suggested that both the criteria should be 
kept in mind while making promotions. When there are two 
employees of equally seniority, merit should be the deciding 
factor in a promotion policy. Where there are two employees 
of almost equal competency, seniority should be the decisive 
factor. Such a policy would satisfy the management which 
prefers ability or merit and the Trade Union which prefers 
seniority; it will also give satisfaction to the employees. 
Since regrouping, different methods of supervision came 
into existence which are adopted in accordance with the situa-
tion in day to day working of the Railway organisation. The 
important methods of supervision are periodic inspections, 
tours and conferences. Under these supervision methods there 
are different reporting systems in various departments with 
differing frequency of period which varies from eight hours 
report to annual reports. 
There is an immediate need to re-establish these repor-
ting methods in accordance with the present situation. In 
the present system of supervision, the immediate need is to 
remove the multiplicity of the reporting system so as to avoid 
unnecessary repetition of reports. The Railway Board as the 
chief authority in matter of supervision should not be flooded 
with a mass of detailed reports, since it is likely that 
important reports may get ignored in a plethora of details. 
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Therefore, there is an urgent need for rationalising 
the reporting system. The old methods of reporting like 
periodic confidential demi-official letters should be replaced 
by introducing tri-monthly periodic confidential demi-official 
letters. There should not be more than one report from each 
department once in every three months. These will help in 
maintaining the importance of these reports and giving proper 
authority sufficient time to go through them. The annual 
report serves as a summary of the performance of the Railway 
and should continue to be prepared. 
Conference also works as an effective method of super-
vision. In a conference, Zonal Railway Officials get a chance 
to exchange opinions in the presence of the Chairman and Members 
of the Board so that the area of confusion may be removed. 
The Railway Board as the Chief supervisory authority 
conducts annual conferences of functional heads of each depart-
ment where the performance of the Railway is reviewed and dis-
cussed. Conferences as a method of supervision can produce 
better results provided the participants do not rush through 
heavy agenda for want of time and should be planned and orga-
nised well so that they can produce fruitful results. 
Inspections & tours on the part of the Railway authorities 
are a means of supervision to keep a check on the effective 
functioning of the Railways, Inspection tours are conducted 
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by the Chairman, Members, General Manager of the Zones as well 
as other higher official of the Railways. This method of 
supervision enables the supervisor to measure the performance 
of the field agencies and take spot decisions in important 
matters. 
It would be advisable for the inspecting authority to 
undertake inspection of every establishment once in a year. 
It is also necessary to have some prior planning for inspect!en', 
to decide beforehand what portion of the workplace is to be 
inspected what items are to be checked in detail etc., specially 
those for which there have been complaints. Inspection should 
be done at all levels, right from top to the lowest level. 
During inspection supervisory authority should be planned about 
how to motivate its employees and determine what type of 
technique is needed to put them to work hard. Inspection 
should not be done on holidays or on festival days. 
An effort has been made to assess the efficiency of 
Railway after regrouping by going through various tools of 
efficiency indication like operating ration, net tonne kilo-
meters per wagon day, wagon kilometres per wagon day etc. The 
performance of the Railways is also checked by making a compa-
rison of revenue earning traffic before and after regrouping 
and going through by pre-determined objectives. These tools 
are showing remarkable results achieved by the Railway after 
regrouping. 
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The efficiency of a Railway is also Judged by going 
through the working area of the Railways that includes service-
ability of equipment, safety in travel, pionctuality of train 
services, passenger amenities etc. Since regrouping all these 
operational areas of the railway have been steadily improving 
and have established new records of their performance. 
All these improvements have been made since regrouping 
because regrouping has created a healthy environment, with 
more emphasis on productivity, accountability and better work 
culture etc. The Minister of the Railway has not only been 
reviewing the performance periodically but also giving guidance 
and encouragement, whenever a good thing is done. All the 
officials and staff of all branches of the Railways have also 
put up excellent work with dedication and sincerity and in a 
team spirit. Therefore, because of all these factors, the 
Railway efficiency has increased. But there is still need to 
improve its efficiency so that it would be one of the world's 
best Railways. For this purpose a number of changes in its 
operation have to be considered. 
There are a number of measures for improving the effi-
ciency of Railway operation and it is admitted that there are 
a number of factors, both external and internal, which affect 
efficiency at various levels. The most important factor is 
the application of knowledge acquired by employees in perfor-
ming their Jobs with the available resources in the best 
possible manner in the shortest time. 
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Leadership comes from knowledge and knowledge is power. 
Knowledge has to be re-affirmed, releamt and re-practised all 
the time. Knowledge has to progress to remain knowledge. Work 
will appear to be more worthwhile if the workers are able to 
co-operate and co-operation demands knowledge, the executive 
strength will lie in his personality and intellectual acumen. 
The clearness of his analysis and the manner in which he offers 
it indeed play a significant role in the efficient working of 
an organisation. 
In order to improve the efficiency and smooth running 
of the railway system, there is the obvious need to have a 
large band of trained personnel. In an age of regular change, 
training is regarded as an effective tool to achieve organisa-
tional goals by bringing about the desired behavioural changes 
in the men who belong to the organisation. These changes 
would be in knowledge, skills and attitudes which enhance 
the efficiency of an organisation. The object of the training 
in any organisation is to enable the employees to understand 
their job with responsibility and efficiency. In every orga-
nisation efficiency can be improved by giving training to the 
new entrants and updating the knowledge of its employees during 
service. 
On major factor which affects the railways efficiency 
1. C.L. Bandyaupadhyay, Journal of Indian Railways, June, 
1987, p. 14. 
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in terras of wagon turnround is delay in relase of wagons by 
the rail users, so in this connection, first of all, an incen-
tive scheme should be initiated to bring down the turnround 
time of wagon by reducing delays in loading, un-loading classi-
fication, scheduling etc., so that the wagon immobility compo-
nent, which is nearly 80 per cent of turnround time at present, 
goes down and better utilisation of wagon capacity is made. 
Alongwith this advising users about the methods to be adopted 
for improving turnround of wagons is needed. As a result of 
certain steps taken by Tata Steel the turnround was reduced 
from 2 days to 1.63 days in absolute terms which meant a daily 
reduction of holding by 400 wagons. 
To improve efficiency, there is urgent need to redesign 
coaches and to update the technology for their manufacturing. 
New design coaches which should be longer, lighter in weight 
and with a speed capacity of 160 km/hour should be manufactured. 
For improving efficiency and productivity of Railway it 
is necessary to introduce, special purpose of wagons for bulk 
movement of coal and cement. This would improve wagon utili-
sation on by 15 to 20 per cent. The design of the frieght 
traffic should also be updated to increase the speed potential 
of freight trains to reduce maintenance costs and to tackle 
problems now being faced with the current design. Future 
wagons should also be manufactured out of cold-rolled high 
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tensile steel, to reduce their weight and to improve the pay-
load. 
At present the increasing level of traffic on the 
existing routes requires upgradation of the track structure. 
Heavier high-tensile steel long welded rails, concrete sleepers 
should be laid on all track and other important routes. A 
major programme of improving track ballast and formation to 
reduce track maintenance cost should also be initiated. Track 
maintenance and track renewal work should be planned and inten-
sified to achieve improved quality of repair works and increased 
productivity with minimum interference with running trains. 
For improving efficiency of running long route trains 
on the existing route, the signalling equipment needs to be 
modernised. Electric solid state signalling and safety devices 
should be introduced to reduce operating time and to improve 
safety standards. The provision of automatic signalling should 
also be introduced on every busy route which could help to 
generate additional line capacity at the minimum cost. 
The concept of chargeable weight capacity should be 
modified on the suitability of wagon. A case in point is the 
box wagon recently used for movement of coal. It has a char-
geable weight carrying capacity +4 tonnes which cannot be 
attained in practice. 
1. R.M. Raina, Indian Railway Journal. January, 1987, p. 9. 
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For improving efficiency of the Railway, management 
of railway infrastructure including wagons, locomotives, etc., 
should be dealt with by a computer based operation information 
system for freight management. This system would optimise 
allocation of empty wagons for reloading by minimising empty 
haulage. This would also help the Railway to improve the 
quality of service by providing up-to-date information regard-
ing location and movement of wagons to the users. Automatic 
signalling should also be provided on busy routes in order to 
generate capacity at lower cost. 
In order to improve internal efficiency of the Railway, 
introduction of computers is urgently needed. The existing 
system of using computers for booking at major stations and 
certain management functions in Zonal Headquarters and the 
Production Unit, should be extended at various levels. It 
will be more profitable in the interest of Railway if a new 
computer system is installed in the Research Design and 
Standard Organisation at Lucknow to improve the effectiveness 
of research activities. Computers should also be introduced 
in all Divisions, repair workshops, major stores, depots, 
locomotives sheds etc., to improve efficiency and reduce 
costs. 
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APPENDIX - 'A' 
NOTE ON THE CONSTITUTION. POWERS AND FUNCTIONS OF 
THE RAILWAY BOARD. 1986 
The Railway Board was established by a Resolution of the 
Government of India dated 18th February, 1905 and with this the 
control of Indian Railways was transferred from the Public Works 
Department of the Government of India to the Railway Board. The 
Railway Board was given statutory powers under the Indian 
Railway Board Act, 1905 (IV of 1905). The Board Act expressly 
provides that it should be read with and taken as part of 
Indian Railways Act 1890 (IX of 1890). 
The Railway Board functions as a Ministry of the Govern-
ment of India and exercises all the powers of the Central 
Government in respect of regulation, construction, maintenance 
and operation of Railways. The Railway Board's powers are 
derived from the provisions of the Indian Railways,Act, 1890, 
the Indian Railway Board Act, 1905 and the Constitution. The 
Railway Board also exercises full powers of the Government of 
India in regard to railway expenditure. In addition, the 
Railway Board exercises a wide measure of powers in establish-
ment and other matters as provided in the various Indian 
Railway Codes. In its organisation, therefore, the Ministry 
of Railv/ays is self-contained in all matters, incluaing 
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financial subject, however, to the coordination with the 
Ministry of Finance in financial matters, and other Minis-
teries where necessary. 
The Minister for Transport is in charge of the Railway 
Ministry with a Minister of State. 
The Railway Board as at present constituted consists of 
the ChaiiTOan, the Financial Commissioner and four other Members, 
each in charge of Traffic, Civil Engineering, Mechanical 
Engineering and staff. The Chairman, Railway Board, who is 
responsible for intra-Board coordination, is the administrative 
head of the organisation and is solely responsible under the 
Railway Minister for arriving at decisions on technical ques-
tions and advising the Government of India on matters of 
Railv/ay policy. All policy and other important matters are 
put up to the Minister through him. He has the status of a 
Principal Secretary to the Government of India and has the 
power to over-rule the other Members of the Board except that 
the Financial Commissioner if in any matter of Finance he does 
not agree with the Chairman, Railway Board, has the right to 
ask it to be referred to the Railway Minister and the Finance 
Minister. He also functions as Member (Mechanical). 
The Financial Commissioner and other members of the 
Board deal with all aspects of technical subjects of which 
they are in charge and each of them functions as ex officio 
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Secretary to the Government of India in his respective sphere. 
Where a question impinges on the functions of another Member, 
his concurrence is necessary before orders issued. However, 
no proposals involving expenditure or affecting Railway Revenues 
can be sanctioned without the concurrence of the Financial 
Commissioner, who is vested with full powers of the Government 
of India to sanction Railway expenditure. 
To assist the Board in matters of industrial relations, 
financial and Railway electrification, three advisers, namely 
Adviser (industrial Relations), Adviser (Finance) and Adviser 
(Electrical) have been appointed in Railway Ministry. 
Although, these advisexs do not form part of the Board, yet 
they have been assigned certain areas of work in respect of 
which they have been authorised to pass final orders on behalf 
of the Board and the Ministry except with regard to those mat-
ters which require formal approval of the Board and M.R. and 
such other matters on which Board's or MR's orders are 
considered necessary. 
In order to relieve the Members of the Board from the 
enormous amount of work involved in controlling railways, and 
enabling them to give some time for touring and studying vital 
problems of railway policy, the Board are assisted by a number 
of Technical Officers, designated as Directors, each placed in 
charge of a Directorate. The Directors are assisted by 
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Addl. Directors, Joint Directors and Deputy Directors, the 
number and grades of post in each Directorate being determined 
by the volume and importance of work. 
The existing constitution of the Railway Board gives the 
Board freedom in shaping and carrying out Railway policy to 
enable it to treat Railways as a national undertaking developed 
on commercial lines. 
The Railway Board, usually meet periodically on specified 
days or oftener, as may be necessary, to consider important 
questions of policy etc, and to dispose of all major cases 
which require either the Minister's or the Board's orders. A 
self-contained memorandum is prepared on complicated or impor-
tant cases, as considered necessary, by the Directorate concerned, 
setting out the issues raised together with the recommendations 
of the Director and the Member concerned and a draft incorpora-
ting the recommendation as also indicating at the end of each 
memorandum, the point or points on which the Board's orders 
are required. 
Items for inclusion in the agenda for the meetings of 
the Railway Board are also suggested by the Members for 
consideration of the Chairman, who determines the agenda for 
the meetings. All cases that have been marked for discussion 
at a full Board meeting are sent to the Secretary, Railway 
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Board, who circulates the agenda along with the memoranda, 
if any, to the Board Members before the meeting. 
The Secretary, Railway Board, prepares the minutes of 
the meetings of the Board and submits the draft to the Chairman 
and other Members for approval. After the minutes*are approved, 
extracts are placed in the relevant file and sent to the 
Directors concerned for necessary action. Copies of the 
minutes are also supplied to the Ministers, Members of the 
Board and Advisers and extracts to Directors. A complete set 
of the Minutes is kept for the use of Secretary, Railway Board. 
Meetings of the full Board are also held with the 
Ministers, as and when required, at which questions of policy 
and such other specific subjects which are Indicated by the 
Ministers, are discussed and settled. 
,314 
APPENDIX ~ 'B' 
POPE COMMITTEE REPORT (1933) 
AMALGAMATIQJ OF RAILWAYS: 
The economies obtainable thi ough amalgamation of railways 
into a number of groups are so evident that the Committee can-
not conclude their report on possible improvements in efficiency 
and economies in the operation of Railways in India without 
reference to the question. 
In Bombay, for example, the economies derivable from 
amalgamations of workshop resources, accounting staffs etc., 
between the Great Indian Peninsula and Bombay Baroda and 
Central India Railways are obvious. Somewhat similar circums-
tances exist in the Calcutta area with respect to the East 
Indian and Eastern Bengal Railways. 
Amalgamation can be achieved in two ways, either by 
combining into one railway, two,or more, existing railways, 
or by a regrouping of existing railways or portions of existing 
railways in entirely new groups of railways. The Committee 
are not, of course, in possession of all the relevant factors 
and circumstances but there is one particular feature which 
they feel should receive consideration, viz., the need of a 
close study of the matter well in advance of any fundamental 
m 
change, so that any action taken is in accordance with a 
preconceived plan. 
Great Britain and Germany have passed through the 
difficult phase of amalgamating their railways from a number 
of different undertakings into four and one respectively. 
In the United States, large amalgamation are contemplated. 
The Committee consider that the questions arising in 
schemes for amalgamation should be studied in advance in the 
light of the experience gained in the various countries in which 
such schemes have been put into effect, by experienced officers 
representing commercial, operating, civil and mechanical 
engineering interests. 
Amalgamation would be immensely simplified, and the 
resultant economies realised the quicker, if prior studies 
were made to discover the most efficient standard practices 
and organisation and how best to progress the schemes so that, 
stage by stage, finality is reached with a minimum of disloca-
tion and an avoidance of unsuitable methods. 
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APPENDIX ~ 
WEDGWOOD COMMITTEE REPORT (1937) 
AMALGAMATICN OF RAILWAY ADMINISTRATIONS: 
We consider that no amalgamation of Railways is 
desirable at the present time. Our reason for coming to this 
conclusion is that no amalgamation at present possible would 
fall in with the scheme of ultimate grouping already outlined 
(paragraph 197). 
We have considered in particular the arguments for and 
against the amalgamation of the Eastern Bengal Railway with 
the East Indian Railway. This would produce certain super-
ficial economies, but we believe these would be effected at 
the expense of the proper management and supervision of the 
enlarged system. The East Indian Railway organisation is 
already in our opinion fully large enough for the conditions 
of economic management. 
We have suggested that at a later date the Eastern 
Bengal Railway could be amalgamated with the Assam Bengal 
Railway, and that the two railways would constitute a 
convenient unit for economical management; but such an amalga-
mation for obvious reasons is not a possibility at the presait 
time. 
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APPENDIX - 'D* 
REPORT OF THE INDIAN RAILWAY ENQUIRY COMMITTEE (1947) 'KUNZRU* 
RAILWAY BOARD 
For years past some regrouping of Indian Railways has 
been pressed for, not only by the Legislature and Chambers of 
Commerce but also by Railway Officers. The reasons given have 
usually been something as follows:-
a) It has been urged that the linification of railways 
should lead to economy in staff at headquarters and 
also to increased efficiency owing to unified opera-
tive control or larger areas. 
b) It has been pointed out that the growth of railways in 
the past has been somewhat haphazard and that some of 
the present systems are anything but compact. 
c) It has been felt that the present systems have no 
relation to provincial boundaries and that co-operation 
with Provincial Governments would be improved if, as 
far as practicable, the control of railways operating 
in a province were unified. 
Further, now that with a few minor exceptions, all 
railways other than the Indian State Railways, are under 
Government control, there would appear to be a good case for 
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regrouping the railways on raore rational lines than at 
present. 
The Wedgwood Committee considered the question of 
regrouping of railways in India and recommended that, when 
the railways concerned come under State-management, the 
Eastern Bengal and Assam Bengal Railways should be combined, 
and also the Madras and Southern Mahratta and South Indian 
Railways. Theyddid not go further. In paragraph 197 of their 
Report, they stated their opinion "that it would still be 
desirable for them to maintain separate State managed adminis-
trations of reasonable dimensions. If the administrations 
are unduly extensive, headquarters supervision becomes too 
remote, and the machine as a whole becomes unwieldy. The 
esprit de corps of such overgrown concerns is weakened and 
they lose the individuality that comes from direct personal 
initiative at the top. We think there is also much to be 
said for preserving a measure of rivalry between different 
administrations, particularly at one centre. This tends to 
stimulate efficiency of service and progressive ideas of 
management." 
It will be noticed that the Committee, while sounding 
a warning against over centralization resulting in unwieldy 
systems, did not express any view as to their maximum size. 
The first of the above recommendations, the amalgamation 
of the Eastern Bengal and Assam Bengal Railways, was carried 
out on 1st January 19A2, when the latter was taken over by 
State. The amalgamation of the Madras and Southern Mahratta 
and South Indian Railways, which came under State on 1st April 
1944, though we believe, accepted in principle by Government, 
has not yer taken place. 
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APPENDIX - 'F« 
ADMINISTRATIVE REFCRKS COMT'lISSICM, JANUARY, 1970 
SUMMARY OF RECOMMENDATICN 
PERSONNEL: 
A crash programme may be launched by the Efficiency 
Bureau and Work Study Units to Introduce modern, scientific 
management techniques to determine the most efficient method 
of accomplishing the various Jobs, the inputs required and 
the quality and quantum of personnel who should handle them to 
achieve the best results. If necessary, the Efficiency Bureau 
and Work Study Units may be strengthened for the purpose. 
The actual performance of enployees should, as far as 
possible, be Judged with reference to the norms which emerge 
as a result of the study referred to above. Government should 
consider the question of reducing the disparities of pay scales 
for comparable posts in the Railways and other Departments on 
the basis of an evaluation of duties, responsibilities and 
qualification requirements, in the light of the notifications 
made by us in our report on Personnal Administration, vide 
Recommendations Nos, -8 and 9 therein. 
All Directors in the Railway Board should be placed in 
the same grade. The task of selecting officers and making 
recommendations for promotion to the Junior Administrative 
Grade in each Zonal Railway should devolve on the Zonal 
Railways. 
27? 
Recommendations for promotion of officers to the Junior 
Administrative Grade may be made by a selection committee con-
stituted by the Zonal Kailways but a senior officer of the 
Railway Board should be associated with this selection 
committee. Cadre adjustments may be made by the Railway Board 
by inter-railway transfers of officers at the early senior 
scale stage. Posts in the Railways primarily calling for 
subject matter specialisation and those mainly managerial in 
character should be identified. The qualifications, training 
and job experience required for manning the posts in the two 
categories should be prescribed by the Railway Board, 
A career planning cell should be established and a 
management development programme be developed; the general 
responsibility for implementation of this programme should 
devolve on the Chairman, Railway Board, at the Board level and 
on the General Managers at the Zonal level. 
Officers who have completed eight years of service 
should be watched more closely and the outstanding ones should 
be selected at an early stage and exposed to a variety of work 
experience and training programmes in order to fit them to hold 
positions of management. The procedure suggested by us in our 
Report on Personnel Administration regarding the writing of 
annual confidential reports may be adopted by the Railways, 
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APPENDIX - 'G' 
RAILWAY ESTABLISHMENT CODE VOLUME I (REVISED EDITICM 1971) 
Recruitment to Railway Services, Class I: All first appoint-
ments to a Railway Service, Class I, shall be made by the 
President on the recommendation of the Union Public Service 
Commission from time to time in accordance with the rules 
framed by him. The General Managers may confirm a gazetted 
railway servant on probation, in his post if he has satis-
factorily completed his probationary period. 
Posts in the Office of the Railway Board & C; Gazetted posts 
included in Railway Services, Class I, in the office of the 
Railway Board in offices directly under the administrative 
control of the Railway Board, shall be filled in such manner 
as the President may decide. 
Administrative Posts on Railways: Administrative posts inclu-
ded in the cadre of a service or department shall be filled by 
the Railway Board by selection from members of the service or 
department concerned. General Administrative post on a railway 
shall be filled by selection from among the gazetted railway 
servants of all services and departments. 
Method of Recruitment: Recruitment to Class I Service in the 
Various departments of Railways shall be made through:-
a) Competitive examination held in India by the Union 
Public Service Commission; 
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c) An Assistant Officer to officiate as District Officer, 
provided that such a gazetted railway servant who has 
not passed the efficiency bar may be so appointed only, 
if -
(i) a gazetted railway servant who has passed the 
efficiency bar is not available; or 
(ii) the vacancy is not expected to exceed three months; 
d) a District Officer to officiate in a Junior administrative 
post -
(i) in the Electrical Engineering, Signal and Telecommu-
nication Engineering and Stores Departments, provided 
that the vacancy is not likely to exceed four months; 
(ii) in other departments, provided that the vacancy is 
not likely to exceed eight months; provided that if 
the railway servant is being promoted to this grade 
for the first time it shall require the approval of 
the Railway Board; 
e) except for the first time, a gazetted railway servant of 
a Railway service. Class I to officiate as a Divisional 
Superintendent, if the vacancy is not likely to exceed 
eight months. 
f) Substantively, an Assistant officer to the District grade 
provided such promotions are made in strict oder of 
seniority subject further to the condition that no 
officer shall be so promoted unless he has rendered not 
less than ten years of total service and has been 
declared fit to cross the efficiency bar in the 
Junior grade. 
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b) Promotion of specially qualified gazetted railway servants 
of the Class II service including officiating gazetted 
railway servants of the service or department; 
c) In the case of Transportation (Power) and Mechanical 
Engineering Department; by appointment of candidates 
as special Class Apprentices; and 
d) Occasional admission of other qualified persons on the 
recommendation of the Union Public Service Commission. 
Promotions to Gazetted Posts; 
(1) All substantive promotions to Railway Services, Class I 
shall be made by the President. 
(2) Oi'iiciating or substantive promotions to Class II service 
shall be made by the General Managers provided that such promo-
tions are made in the strict order of priority in which the 
individuals have been placed on the recommendations of 
Selection Boards; if any suppression of that order is involved, 
as the matter should be referred to the Railway Board. The 
posts of Assistant Accounts Officers shall ordinarily be 
filled by selection from non-gazetted railway servants who 
have passed the examination qualifying for promotion as 
Accountants or are exempted from passing that examination. 
The General Manager may appoint: 
a) A non-gazetted railway servant to olficiate in the 
Class II Service; 
b) A gazetted railway servant of the Class II service to 
officiate as District Officer for a continuous period not 
exceeding one year on each occasion, when circumstances 
warrant such a course; 
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APPENDIX ~ 'F' 
ADMINISTRATIVE KEFOhMS COMMISSION, NOVEMBER. 1968 
ZONAL RAILWAYS; 
In the working of the Railways, the General Manager 
occupies a pivotal position. His position in the Zonal Railway 
is like that of the Chairman of the Railway Board. His supreme 
position in the Zonal Railway should, therefore, be recognised 
and respected. The Railway Board too should appreciate that 
he is an almost equal partner in the evolution of policies and 
growth of the Railways. His views should receive a considera-
tion which his position deserves and his responsibilities 
demand. 
The general Managers are assisted by a number of Head 
of Departments, who in their own respective spheres, function 
on his belalf within the limits of the powers delegated to 
them. 
We have found that at present every zonal General 
Manager is over worked and too much engrossed in minor matterss 
of a routine character. A substantial portion of this work 
arises out of matters raised in Parliament and references 
received from the Railway Board in connection with letters 
addressed by the Members of Parliament or influential parties 
to the Ministers, mostly on personnel matters. Local 
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disturbances, interference with train running on trivial grounds 
etc., which unfortunately have become frequent occurrences, 
also cake up much of his time. The problem of thefts has 
assumed serious proportions. To add to these difficulties 
is the dislocation caused by thefts of telegraph and telephone 
wires and line fittings and wires in electrified sections. 
Comparatively the labour problem on the Railways has 
been easier than in other industries, yet it demands the close 
attention of the General Manager. We feel that every endeavour 
should be made to reduce the pressure of work on the General 
Managers so as to allow them time to think and to evolve 
solution for the difficult problems that they to face, and, 
at the same time, to plan effectively for the future. 
The Labour problem is essentially an internal affairs 
of the Railways but at times intervention of higher authorities 
causes complications. It is suggested that full opportunity 
should be given to the General Managers to settle their own 
affairs locally. If they need the assistance of the central 
authority, they will themselves seek it. 
Powers of the General Managers should be suitably enhan-
ced and covered by a revised 'negative* schedule specifying only 
what they are not authorised to do. They should be authorised , 
to delegate these powers suitably to lower authorites. 
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APPENDIX - «H* 
D£FIMITIOI^ OF SOME TEFMS 
1. Traint A train is an engine, tender and a brake van with 
one or more vehicles attached to it. 
2. Wa^on/vehicle/Kilometre: Movement of a wagon loaded with 
goods including loaded departmental wagons over one 
kilometre. 
3. .Station; A place on a line of Railway at which traffic 
is dealt with or at which an authority to proceed is given 
under the system of working. 
A. Fare; Money realised by the railway from passengers as 
fee for transport. 
5. Capital at charge: Book value of capital assets of the 
Railways. 
6. Engine Kilometre: An engine kilometre is the movement of 
an engine under its own power over a distance of one 
kilometre. 
7. Gross earning; The true earnings in an accounting period 
whether actually realised or not. 
8. Gross receipts; Earning actually realised during an 
accounting period. 
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Suspense: Difference between true earnings/working expen-
ses whether or not actually realized/disbursed and earning/ 
working expenses actually realized/disbursed during an 
accounting period. 
10. Net revenue; Excess surplus of gross traffic receipt on 
total working expenses inclusive of ordinary working 
expenses, depreciation, reserve fund, pension fund, 
payment to worked lines and net miscelanneous transactions. 
11. Net tonne kilometre; Transportation of one tonne of goods 
over one kilometre including the weight of the motive unit, 
vehicle and accounts. 
12. Revenue-earning traffic; Traffic for the transportation 
of which Railway is paid by either the consigner or the 
consignee. 
13. Non-revenue traffic; Traffic conveyed free by rail for 
the working of the Railways. 
14. Average haul or lead of traffic: Represents the average 
distance covered for conveyance of each passenger or tonne 
of goods. 
15. Net load, net tonnage; Weight of passengers^ laguage or 
goods carried by a vehicle (coach wagon, etc.) or a group 
of vehicles (trains). 
16. Train-Kilometre; Movement of train over one kilometre. 
,329 
17. Passenger Kilometre: Unit of measure of passenger traffic 
corresponding to the conveyance of passenger over a dis-
tance of one kilometre. 
18. Passenger originating; Number of passenger booked from 
each gauge of the railv/ay. 
19. Turn-round of a liVagon; Interval of time between two 
successive loadings of a wagon. 
20. Loaded wagon kilometre: Movement of a wagon loaded with 
goods, including loaded departmental wagons, over one 
kilometre. 
• Density: The volume of traffic moving between any two 
points on the Railway system. It is expressed in terms 
of passenger-kilometres or net tonne kilometres and train 
kilometres per running track kilometre or route kilometre. 
22. Net tonne kilometres per engine hours: This is a measure 
of earnings per unit cost. 
23. Net tonne kilometres per wagon day; This is an index of 
revenue earning per wagon day. 
2A. Wagon kilometres per wagon day; This is a measure of 
productive services to unproductive one shows mobility of 
wagons. 
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25. Operating Ratio; The relation of working expenses exclu-
ding suspense and payment to working lines to gross 
earnings, expressed as a percentage. 
26. WorkiriR exposes*. Expenditure on accovait of administra-
tion, operation, maintenance and repairs, contribution to 
pension fund and depreciation reserve fund. 
27. Trcin '-shipment; Transfer of goods from one vehicle to 
another of the same or different gauges on account of 
sickness or break of gauge. 
28. Track Kilometre; Distance of each gauge ovmed by a railway 
including its worked lines treated as a single line and 
the extra distance due to double treble etc., tracks. 
